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ABSTRACT
Tourism will be the world's largest industry by the Year 2000. The hospitality industry 
is a major dependent on tourism business. Effectiveness and efficiency will be the 
critical success factors to harness growth and survival. In tourism, general managers 
have been studied least and, thus, little is known about the behaviour and individual 
characteristics that influence organisational effectiveness. Management effectiveness 
is the key determinant if business success and profitability is to be achieved. The 
impetus for the title and theme of this thesis stems from my work in management and 
organisational development in the tourism and hospitality industry in Ireland.
This empirical research study was designed to identify effective organisations in the 
hotel industry and to determine the nature of management and the competences of the 
general managers in their hotels. The research design and approach included three 
distinct phases to the study, namely:
Phase One: To develop and apply a framework o f performance indicators
to the hotel industry in Ireland.
Phase Two: To determine the nature of management practice within
effective hotels in Ireland.
Phase Three: To formulate a competence profile o f general managers to 
reflect the skills, abilities, knowledge and personal strengths 
used in the execution of critical tasks and activities.
The outcomes of the study include a model for the analysis o f organisational 
performance, a framework of the nature of management activity and practices in 
effective hotels and a competence profile o f the general managers in those hotels.
The research methodology included the critical incident technique, a survey, 
questionnaires and semi-structured interviews. A total o f one hundred and forty-four 
critical incidents were gathered from the forty eight general managers of effective 
hotels. They utilised sixty-seven dominant competences in the execution o f these 
incidents. The study revealed a great range and diversity o f management activity and 
practices in the organisations of the respondents and the findings conclude that 
management is dominated by operational activities and issues.
The thesis concluded with a series of recommendations for further research studies in 
organisations, and management in the tourism and hospitality industries.
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1.1. Preface
We live in times o f change. The complexity o f this change is as likely to 
increase as to decrease in the years ahead. Numerous technological, social and 
information revolutions are combining to create a degree of flux that often 
challenges the fundamental assumptions on which organisations and their 
managers have learned to operate. Managers o f the future will have to ride this 
turbulence with increasing skill and many important competencies will be 
required.
(Gareth Morgan, 1993).
This quotation captures the future for the hospitality industry in Ireland and 
provides the impetus and focus for this research study.
The industry is facing the challenge o f changing world tourism. The role that 
effective and professional management plays in addressing this challenge, both 
nationally and internationally, cannot be overstated, because managers ensure 
that business and marketing opportunities are not lost and that the industry’s 
reputation for friendliness and quality service is not undermined.
The impetus for this study entitled Management Practices and Competences 
within Effective Organisations in Tourism', is the recognition o f both the 
importance o f understanding more about management in the context of 
changing world tourism and the need for research into this sector. In tourism, 
senior managers have been studied least, and thus little is known about the 
behaviour and individual characteristics that influence organisational 
effectiveness. Therefore, the study sought to link the performance o f the 
organisation to the activities and practices o f the manager and to formulate a 
competence profile of that individual. Specifically, the study examined senior 
managers in the hotel industry in Ireland, the empirical research itself was 
carried out in three phases:
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Phase One: To develop and apply a framework of performance indicators
to the hotel industry in Ireland.
Phase Two: To determine the nature of management practice within
effective hotels in Ireland.
Phase Three: To formulate a competence profile of senior managers to
reflect the skills, abilities, knowledge and personal strengths 
used in the execution of critical tasks and activities.
To link performance, practices and competences, it was necessary to review 
relevant literature. The concept of linking organisational effectiveness to 
managerial performance is not new and is supported by the work of Boyatzis 
(1982), Schroder (1989), Dann (1990) and Cockerill (1992); their research 
approach and findings have influenced this study. The literature review also 
defines the terms used in the study and delineates the structure. Thus, the 
review included three broad areas: organisational effectiveness, management 
practices and managerial competences. The reviews concentrated on models of 
managerial practice to identify the critical variables that needed to be studied 
and to determine the relationship that might exist between organisational and 
management variables.
It is appropriate at this point to clarify what is meant by managerial 
effectiveness and organisational effectiveness. Management effectiveness 
refers to the short-term optimisation of performance and can be measured at a 
particular point in time. Boyatzis (1982) provided a definition as follows: 
"effective performance of a job is the attainment of specific results (i.e., 
outcomes) required by the job, through specific actions, while maintaining or 
being consistent, with policies, procedures and conditions o f the organisational 
environment." (p. 12). Burgoyne (1976) considered effectiveness to be about 
the "achievement of the primaiy task or goal" (p.34), whilst Hales (1987) 
viewed management effectiveness as "the extent to which, what managers do, 
matches what they are supposed to do" (p.88). Goodman and Pennings (1977) 
referred to organisational effectiveness as the extent to which the organisation
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can be judged or assessed against a value or measure and the outcome of this 
evaluation will determine the level of effectiveness. Cameron and Whetton 
(1981) implied from their study that the appropriate level of analysis may 
depend on organisational characteristics, such as the level o f uncertainty and 
environmental turbulence, the constituency being considered and the stage of 
the life cycle o f the organisation.
This chapter provides an overview of the nature of tourism, the hotel industry 
and management in hotels in Ireland. The chapter also explains the significance 
o f the study as well as the assumptions and limitations. It sets out the glossary 
and structure o f the thesis itself.
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1.2. Tourism in Ireland
Tourism will be the single most important industry in Ireland by the year 2000. 
It is now regarded by the government as the key sector for substantial growth 
in overseas revenue and in sustainable employment. In essence, Irish tourism is 
good for the Irish economy; it raises income which helps the balance of 
payments, and it redistributes cash to the economy's poorer regions. The fact 
that in tourism the consumer comes to the product rather than the product to 
the consumer has important consequences for those areas within a country that 
has the resources to attract tourists.
Ireland is an island nation within the European Union, and, therefore, access to 
it is a major barrier to tourism growth. Bord Failte [The Irish Tourism Board] 
(1993) in its analysis of Irish tourism, shows a potential growth of 17% in the 
number o f overseas tourists to Ireland between 1995 and 1999. However, for 
the first time in 1994, the number of overseas visitors coming to Ireland 
exceeded the size o f the domestic population. The number o f visitors (1994) 
reached 3.681 million compared with the size of the national population of 3.57 
million (ITIC, 1995). To meet this anticipated growth, there will be major 
investment in new products and services; consequently, there will be a change 
in skill base and the skill needs o f the workforce. To date the traditional 
strength of Irish tourism has been its people, scenery, cultural heritage, 
environmental quality and world-wide ethnic links. However, expansion and 
improvement of the range and quality of tourist facilities will add a dynamic 
new dimension to Ireland as a tourist centre, opening up further opportunities 
to increase market share and to develop new markets (Tourism Operational 
Programme, 1994).
The search for a definition of tourism resulted in the Institute of Tourism in 
Britain (1976) setting up a working party to clarify the concept. They reported 
that tourism is the temporary short-term movement o f people to destinations 
outside the places where they normally live and work and includes activities
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during their stay at those destinations; it also includes movement for all 
purposes, as well as day visits or excursions.
Defining the scope and makeup of the tourist industry causes difficulty in 
analysing, reporting and preparing statistics for those involved in researching 
the industry. The problem is that tourism is treated as an holistic concept, 
when, in fact, it is characterised by a fragmented framework of industries, 
bodies and touristic activity (Gilbert, 1992). The State Training Agency for 
Tourism, CERT (1993) provided a useful breakdown of the structures of the 
tourism industiy and identified two major sectors: 
accommodation /  catering 
tourism services and attractions
Within each o f these major sectors are a number o f sub-sectors which form the 
tourism industry in Ireland (Appendix 1).
As stated earlier, Irish tourism is good for the Irish economy because it creates 
jobs. The nature o f tourism makes it difficult to measure the number o f people 
employed by the sector, because tourism related employment usually 
constitutes a proportion o f manpower engaged in services that provide for the 
tourism and non-tourism markets alike. Expenditure by tourism on goods and 
services results in employment being generated to provide those goods and 
services. In addition to direct service employment, such as hotels and 
restaurants, tourism creates a proportion o f the employment in the goods 
producing sectors, food, drink and clothing, and in the support service sectors, 
banks, auto, guiding and medicine.
According to Henry and Dean (1994) the hotel and catering sector has a higher 
multiplier ratio than all other sectors in the economy, the only exceptions being 
mining and non-market services. Consequently, expenditure in the hotel and 
catering sector has in practical terms, a greater impact on employment than 
almost any other sector, because of the labour intensive nature of the sector
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and the strong links with local indigenous firms. The potential of the industry 
to create jobs is reflected by the fact that by the year 2000 the industry is 
expected to support 120,000 full time job equivalents, primarily in the hotel 
sector (CERT, 1993).
Despite the difficulties of assessing the impact of tourism on employment, its 
contribution is apparent throughout the European Union. In relation to direct 
employment, tourism accounts for 6% of total employment in the member 
states. The next section provides some background on the hotel industry in 
Ireland and on the nature o f management of those hotels. It also sets out the 
rationales for each of the three phases of the study.
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1.3. The Hotel Industry as a Sector of Tourism
The hotel is the dominant sector in Irish tourism and provides the setting for 
this study. The business profile of the hotel industry is, as with other tourism 
sectors, disparate, affected by issues such as: seasonality, susceptibility to 
factors outside the industry's control, urban/rural markets, local tourist 
orientation and professional/ proprietor management. Hotels form a major part 
of an ever larger group o f organisations which fit under the generic heading of 
'hospitality industry' which in recent years has become increasingly popular as 
an all-embracing nomenclature for the hotel and catering industry (Mullins,
1993).
The hotel industry is a people industry, dominated by customers and 
employees. It is a 'people moulding' industry (Katz and Kahn, 1978). The 
desired outputs are satisfied customers and motivated employees. In 
organisational terms, the hotel is similar to other service bushiness, and is 
concerned with: inputs and outputs, goal setting, aims and objectives, 
operations and business. This view o f the hotel as an open systems model 
provides what Mullins (1993) described as "a common point of reference and 
enables us to take a general approach to the study of hotels, to analyse them 
and to review the application of general management theory" (p. 10).
There are a number of organisational and management features which are 
characteristic of the hotel industry in Ireland:
The industry is an amalgam of small businesses predominately owner 
managed, seasonal and geographically dispersed.
The corpus of knowledge perceived to be requisite for effective 
management is limited and underdeveloped in its application.
Labour within the industiy is highly mobile.
Continental and domestic market segments dominate high season 
business.
Profitability is low and fixed costs are high in urban locations.
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Production and service are combined and supplied directly to the 
customer on the same premises.
Jones (1989) acknowledged that hotels are not pure service organisations; they 
exhibit many o f the basic characteristics common to other service sectors such 
as retail and/or financial services. The features of the service sector are similar 
to that of the hotel sector when compared to the model developed by 
Fitzsimmons and Sullivan (1982), when they suggested that the features of 
service industries include;
1. The customer as a participant in the process
2. Simultaneous production and consumption
3. Perishable capacity
4. Site selection determined by customer demands
5. Labour intensive
6. Intangibility, and
7. Difficulty in measuring performance
Hotels consist o f the largest single sector within Irish tourism. While the 
number of rooms in hotels rose from 20,337 in 1989 to 23,186 in 1993, the 
hotel industry in Ireland has been beset by adversity over the past thirty years 
resulting in real terms decline in the volume o f business. However, in 1993, 
hotels contributed almost half a billion pounds (IR.£498,000,000) to the gross 
national product (GNP). This was as a result o f direct and indirect spending by 
national and international holiday makers, increased occupancy and better sales 
mix. These all contribute to organisational effectiveness and efficiency and 
become the critical success factors for the future of the industry. Recent 
analyses of the industiy (Irish Tourist Industry Confederation, 1993 and Bord 
Failte, 1994, ) indicated a positive future when measured against key 
performance indicators o f the industry, namely, turnover, profitability, 
occupancy and sales mix.
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Consequently, organisational effectiveness and efficiency will be critical to the 
success of the industry in the future. Therefore, phase one of the study sought 
to develop and apply a framework of performance indicators to the hotel 
industry in Ireland, based on recognised industry norms. In that way the 
hoteliers could benchmark results against the top performers in their respective 
grade of hotel.
1.3.1. Rationale for Phase One of the Study
Studies and reports have been undertaken on the performance of the hotel 
sector, (Simpson Xavier Horwath, 1993) the lodging industry, (Horwath,
1994) and the hospitality industry (Ernst and Young, 1994). However, there 
is no framework or model for individual organisations to benchmark their 
performances against the top performers in their specific category/grade or 
within the industry in general. The results o f this first phase should provide the 
following information for the organisation and the management team:
The factors that determine effectiveness.
The extent to which hotels are high, medium or low performers, and 
A framework for analysing current performance against industry norms, 
and for scoring the outcomes.
The research design was influenced by Reiman (1982) and his longitudinal 
study of twenty manufacturing plants in the United States using eight 
competence criteria; each plant was responsible for rating its performance 
relative to its competitors. The influence o f management on organisational 
success was underscored by Reiman when he suggested that the roles played by 
the top level decision makers of an organisation are critical determinants of 
long-term performance. Reiman's study produced a research method which is 
valuable and "particularly useful to future researchers faced with the common 
problem of finding 'hard' effectiveness criteria" (p.332).
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Having identified effective hotels through phase one o f this study, the next 
research questions concerned the senior managers of those organisation, the 
nature o f their activities and the professional and personal competence profiles 
of the incumbents.
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1.4. The Nature of Management in Hotels in Ireland
As stated earlier, the hotel industry in Ireland is diverse in terms of geography, 
size, types of business and markets. This diversity is reflected in terms of 
differing management and business skill requirements. The knowledge 
perceived to be requisite for effective management in the hotel industry appears 
to be both limited and underutilised. Hotel managers and proprietors work in 
a changing and volatile environment and are required to meet challenges and 
take opportunities. Within the industry, businesses exist that operate 
successfully, achieving profitability levels above the industry norms. Such 
businesses have developed their products to meet the needs of current and 
future tourist demand and have marketed them to ensure high yield for 
operating departments. In sum, hotel management is individualistic and varied 
and is dominated by operational demands and responsibilities (CERT, 1988).
1.4.1. Rationale for Phase Two of the Study
One reason that the studies o f management practices across all sectors of the 
industry, including tourism, are limited is that the samples of managers under 
study are not profiled by the performance or effectiveness of their 
organisations. In tourism, particularly the hotel sector, the reputation, image 
and performance of the organisation are reflections of and statements about 
the general managers of specific units. In relation to effective organisations, 
this 'halo-efifect' has positive implications for the general manager. Both the 
organisation and the incumbent are recognised by their peers as models of good 
practice, and the general manager is perceived to be the principal contributor to 
this outcome.
Management practitioners, academics and researchers have sought and still 
seek a profile of the key practices and competences of these 'effective' general 
managers. They have argued that this profile could be used as a template of
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professional management, leading to 'management audits' by practitioners, and 
could influence the design and delivery of training and education programmes 
for managers.
Because studies of managerial work in the hospitality industry have often been 
conducted in isolation from both its contextual determinants and from other 
managerial processes, the field has become virtually autonomous sub-set of 
management studies.
This study focused on both the content o f managerial work and the form 
(Hales, 1987). It moved away from a structured analysis of what managers 
do. Instead, it focused on determining activities in context, on activities 
identified by senior managers which they perceived to be contributing towards 
their own or their organisation's effectiveness. This actual behaviour is 
provided through the critical incident research method, used to determine the 
nature of management within effective hotels in Ireland.
With regard to the respondents in this study, their expected behaviour focused 
on ensuring effective performances and successful outcomes for their 
organisations. Many managers have considerable freedom to interpret what 
their job entails and what emphasis to give to its various aspects (Cave and 
McKeown, 1993).
1.4.2. Rationale for Phase Three of the Study
Management of hotels has unique and distinctive business features in terms of 
product, customer, staff requirements and styles. This situation makes 
significant demands on management practice as well as on the personal and 
professional profile of managers employed in the industiy.
What are the skills, knowledge, and abilities displayed by effective managers 
and proprietors in the industry? How is the success o f the business operation
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dependent on managers acquiring and using the appropriate range and mix of 
these professional competences? Effective management provides the central 
tenet within which business and market opportunities will contribute to better 
quality in products and services
Research into managerial jobs and managerial behaviour highlights the 
importance o f understanding not only what managers do and achieve, but also 
how they go about it, the influence o f their background and training on their 
managerial activity and the context within which they are working. This 
scenario provides the context for phase three of the research study, namely, to 
formulate a competence profile o f senior managers to reflect the skills, abilities 
and personal strengths used in the execution o f critical tasks and activities.
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1.5. Significance of the Study
The study is significant in that to date no research has been undertaken on the 
link between management practices and organisational performance within the 
hospitality and tourism sectors. The results should contribute to the existing 
knowledge in the fields o f organisational effectiveness, the nature of 
management practices and management competences and should provide new 
data on these issues as they apply to the hotel, hospitality and tourism 
industries, thus serving to support existing and developing managers as they 
face the challenges of changing world tourism. In addition, the significance of 
the study can be measured in terms of originality and need, benefits to 
stakeholders and outcomes o f the research.
1.5.1. Originality and Need
This is a sector-specific study. There is no reference point, because no similar 
study exists either in Ireland or in the rest o f Europe. The study is confined to 
the Irish hotel industry, yet the findings and conclusions are transnational and 
transferable across the hospitality and tourism sectors. Tourism may be the 
largest industry in the world by the year 2000. The hospitality sector, including 
hotels, will continue to be the dominant sector of that industry. Effective 
organisations and professional management practices will be critical success 
factors. Dann (1990) suggests that there is a need for "a great deal more 
research in the whole field o f managerial work in the hospitality industry and in 
particular with regard to the activities and functions o f managers and the 
contexts and determinants o f that work" (p. 119).
The nature of hospitality management is perceived as unique; therefore, 
management of such services requires a theory that can only be developed 
within the context of the industry (Shortt, 1989). This study should provide a 
significant contribution to this debate.
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1.5.2. Benefits to Stakeholders
The findings and recommendations will be relevant to a wide range of
stakeholders including:
♦ Industry Representative Bodies: The results of this study should 
contribute to the debate on organisational and management 
effectiveness in the hospitality and hotel industries.
♦ Management Education and Training Institutions: This empirical 
research should influence management and business studies curricula 
and should contribute to the development of a competence framework 
for general managers in hotels. It should help providers of management 
development to target their various initiatives and to seek methods 
appropriate to fostering the components o f managerial effectiveness 
(Cave and McKeown, 1993).
♦ General Managers / Proprietors and Managing Directors in the 
Hospitality and Hotel Industries: This study should provide a 
benchmark for the individuals to:
compare their managerial practices, competence and 
performance against the senior managers of effective hotels, 
evaluate the performance of their own organisations against the 
criteria and model for determining effective hotels, and 
develop a code o f practice for effective management in the hotel 
and hospitality industries.
» Researchers, Academics and Publishers: This study should contribute
to the research and literature on organisational effectiveness, the nature 
of management and management competences in the hotel and 
hospitality industries. It should provide a range of theoretical 
constructs for analysis, reference and replication, and identify and chart 
the need for further research in this field.
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1.5.3. Outcomes of the Research
The conceptual development of all aspects of hospitality management has been 
based mostly on supposition, rather than on pure research. As the development 
of knowledge and concepts within a field of study is essentially a process of 
accumulation and refinement, this study provides a significant contribution to 
the knowledge base o f the nature o f management in the hospitality industry in 
Ireland and Europe.
This sector-specific study has as its tangible outcomes, the following:
♦ A framework for determining organisational effectiveness in the hotel 
sector,
♦ A process for applying this framework resulting in a profile o f the top 
performers in the Irish hotel industry,
♦ A performance portfolio of 'top performers' and consequently effective 
hotels in Ireland,
♦ A personal profile of respondents as the most senior managers of the 
effective hotels in the study,
♦ An analysis of management activity and practices in effective hotels,
♦ A competence profile of these respondents, who by implication are 
deemed to be effective managers,
♦ A comprehensive review and analysis o f the literature on organisational 
theory and management practices in the industry in general and 
specifically in the hotel, hospitality and tourism industries, and
♦ A research model and instrument relevant to the study o f organisational 
and management effectiveness.
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1.6. Assumptions and Limitations of the Study
Limitations and assumptions have been made in the design of this study. The
assumptions are;
1. That managerial action affects organisational performance; thus, 
organisational effectiveness is synonymous with management 
effectiveness. In essence, managers are responsible for the success of 
their enterprises. The research studies o f Mintzberg (1979) and Kotter 
(1982) highlighted the role of the manager at the centre of the 
organisation.
2. That grading criteria of the Irish Tourist Board for the hotel industry at 
the time of the study accurately categorises the hotels. (Appendix 2).
3. That hotels which scored in the upper quartile range in phase one of the 
study are categorised as top performers in their grade, and, therefore, 
are deemed to be 'effective' organisations and are referred to as such 
throughout the thesis.
4. That Miles' (1980) view that "each o f the major schools of management 
has its own view of the nature of organisations, its own definition of 
organisational effectiveness, and its own preferred set of assessment 
criteria" is valid.
The limitations are;
1. The scope of the study was limited to investigating the nature of 
management in effective hotels only and was confined to three critical 
incidents.
2. The development o f a competence profile for managers was confined to
those respondents who were either general managers, managing 
directors or owner/managers of those hotels deemed to be effective.
3. The study was limited by the publication of the benchmark data for 
phase one of the study, the Hotel Industry Review (1993), which was
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published in the Spring o f that year; consequently phase one was not 
completed until early Summer. Phases two and three were researched 
during the high season, which created timetabling and appointment 
difficulties for both the researcher and the respondents.
4. The study did not seek to determine the dependent relationship 
between managerial practices and competences and the performance 
score of the organisations in phase one.
5. This was not a comparative study in the sense of studying the practice 
of management and associated competences across a number of 
different industries, levels or positions. It also did not try to determine 
the nature of management in effective organisations compared with 
non-effective organisations. Therefore, a further limitation o f the study 
was in its ability to make conclusions about the extent to which the 
results would hold in different settings and situations.
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1.7. Glossary of Terms
For the purpose of this thesis, the following operational definitions are 
presented to describe key words and terms used throughout:
Analysis o f  Variance (Anova): Analysis o f Variance is based on the idea
that the total variation associated with the values of a sample can be divided 
into component parts in order to arrive at independent estimates of a 
population variance. (Startup and Whittaker, 1982)
Benchmarking: Benchmarking is the comparison of an organisation's
performance with others in an effort to improve performance (Zairi, 1992).
Competences: A competence is an underlying characteristic o f an individual
that is causally related to criterion, referenced effective and /  or superior 
performance in a job or situation (Spencer and Spencer, 1993).
Conceptual Framavork: A conceptual framework explains either graphically
or in narrative form, the main dimensions to be studied - the key factors, or 
variables - and the presumed relationships among them. Frameworks come in 
several shapes and sizes (Miles and Huberman, 1984).
Critical Incident Technique: The critical incident technique is a set of
procedures for collecting data on human behaviour in such a way as to 
facilitate their potential usefulness in solving practical problems and developing 
broad psychological principles, (Flanagan, 1954).
Evaluation: Evaluation is the assessment o f the total value of a system or
programme in social as well as financial terms (Easterby-Smith, 1986).
F-Ratio: The F-ratio highlights the extent to which there is a significant
relationship between the variables. A small F-ratio implies that the model is not
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a good one. Conversely a large F-ratio implies that there is a significant 
relationship between the dependent and independent variables. Cut-off points 
that are used in order to see if an F is large or small are found in statistical 
tables.
Hospitality Industry: The hospitality industry is all those businesses from a
variety o f sectors which are involved in the provision of hospitality services to 
guests or customers. (HCIMA, 1994).
Hotel. The hotel is defined as 'an establishment which provides or holds 
itself out as providing sleeping accommodation, food and drink for reward for 
allcomers without special contract and includes every establishment in the 
register of hotels kept under Part III of the Tourist Traffic Act (1939). 
(Dempsey, 1994).
Literature Review: A literature review should provide the reader with a
picture, albeit limited, o f the state of knowledge and of the major questions in 
the subject area being investigated (Bell, 1987).
Management: Management is defined as working with and through
individuals and groups to accomplish organisational goals (Hersey and 
Blanchard, 1977).
Management Activities and Practices': This term refers to functional 
activity and encapsulates the nature of management as the role and function o f 
the general manager in hotels.
Management Effectiveness: This term refers to the short-term optimisation
of performance and can be measured at a particular point in time.
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Methodology: Methodology refers to the study of the methods or procedures 
used in a discipline so as to gain warranted knowledge (Gill and Johnson, 
1991).
Organisations: Organisations are social inventions created to satisfy human 
needs (Zammuto, 1982).
Organisational Effectiveness: This term refers to the extent to which the
organisation can be judged or assessed against a value or measures; the 
outcome of this evaluation will determine the level of effectiveness. (Goodman 
and Pennings, 1977).
Quartiles: Quartiles divide the sample into four equal parts. The median is
the middle value. The upper quartile is the value that separates the highest 
25% of the responses from the rest of the sample. Similarly, the lower quartile 
separates the lowest 25% from the rest of the responses.
and AdjR^: The value reveals how well the model explains the
dependent variable. An R^ p f 100% (sometimes reported as 1) implies that the 
model explains the data completely. Similarly an R^ of 0% implies that the 
model cannot explain the data at all. Adding a variable to the model cannot 
reduce the R^ value even if the extra variable has no relationship with the 
dependent variable. Another measure that takes into account whether or not 
the extra variable has any explanatory power is adjusted AdjR^. It will rise or 
fall as extra variables are added to the model. Therefore, it is possible to tell if 
an added variable helps to explain the data or not.
Regression: Regression measures how a dependent variable is influenced by
an independent variable or variables. The equation for a simple regression 
model (one with only one dependent variable) is that o f a straight line;
Y= a + RX + e
Chapter 1 -  Page 23
Here a is the intercept, B is the slope and e is the error term. Most data points 
will lie some way above or below the line. The vertical distance between the 
data point and the line is the error. Regression finds the line that fits the data 
best. It does this by minimising the sum of squared errors. I f  the errors were 
not squared, the positive and negative ones would cancel each other out when 
summed.
Research: Research refers to seeking through methodical processes to add
to one's own body of knowledge and hopefully to that of others, by the 
discovery o f non-trivial facts and insights (Howard and Sharp, 1983)
The t-Ratio: The t-ratio looks at the coefficient of an individual predictor
(independent variable) in the regression equation. It asks if the coefficient is 
significantly different form zero or not. If  the t-ratio is large the coefficient is 
significant and so not equal to zero. Therefore, the variable in question is 
relevant in explaining the data and should be left in the model. Again cut-off 
points are found in statistical tables.
Tourism : Tourism refers to the temporary, short-term movement of people
to destinations outside the places where they normally live and work, and 
includes activities during their stay at these destinations; it includes movement 
for all purposes, as well as day visits or excursions (Institute o f Tourism,
1976).
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1.8, Structure of the Thesis
This thesis is presented in eleven chapters.
♦ Chapter 1 provides an overview of the focus of the study, the context in 
terms of the research setting and the significance of these.
♦ Chapter 2 provides a literature review of organisational effectiveness 
and the theoretical models and frameworks that influenced the research 
design of phase one o f the study.
♦ Chapter 3 provides a literature review of managerial effectiveness and 
its influence on organisational effectiveness, particularly in the 
Hospitality and Tourism industries.
♦ Chapter 4 provides a literature review of competences in modern 
management, both in the United States and Britain and concludes with a 
review of the research into competences in the Hospitality industry.
♦ Chapter 5 outlines the methodological approach by providing the 
background to the research design methods as well as describing the 
instruments applied in this study, the pilot study and the data collection.
♦ Chapter 6 provides an analysis o f the data in phase one o f the study. 
Findings and results are presented.
♦ Chapter 7 outlines the profile of 'effective hotels' and their general 
managers, managing directors, or owner/ managers, and provides the 
foundation for phases two and three o f the research..
♦ Chapter 8 provides an analysis of the data, key findings and results 
gathered through phase two o f the research into management practices 
in 'effective hotels'.
♦ Chapter 9 provides the analysis of the data, key findings and results 
gathered through phase three of the research on the management 
competences of the respondents as senior managers of'effective hotels'.
♦ Chapter 10 summarises and discusses the results of the data analysis in 
an integrated form incorporating all three phases o f the research.
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♦ Chapter 11 presents the conclusions, outcomes and recommendations 
derived from the findings and results of the study and the implications 
of the results for research and management.
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Chapter 2
A LITERATURE REVIEW 
OF
ORGANISATIONAL EFFECTIVENESS
2.1. Introduction to Literature on Organisational Effectiveness
2.2. Other Determinants of Organisational Effectiveness
2.2.1. Marketing
2.2.2. Quality
2.2.3. Innovation and Entrepreneurship
2.2.4. The Learning Organisation
2.2.5. Management
2.3. Theoretical Models and Frameworks of Organisational
Effectiveness
2.3.1. The Goal Model
2.3.2. The Systems Model
2.3.3. The Contingency Model
2.4. Conclusion
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2.1. Introduction to Literature on Organisational Effectiveness
"There is no such thing as a good organisation in any absolute sense. Always it 
is relative ... an organisation that is good in one context, or under one criterion, 
may be bad under another. " (Ashby, 1968, p.39). Ashby's quotation highlights 
one of the underlying dilemmas o f assessing organisational effectiveness, 
relative nature o f effectiveness and the requirement for establishing criteria for 
measurement which underscores much o f the debate which rages among 
theorists. It is evident that the study of organisational effectiveness is both a 
theoretical and a practical issue because each o f the major perspectives in the 
field of organisational behaviour has its own approach to effectiveness.
This chapter reviews the literature on organisational effectiveness with 
particular emphasis on selected determinants o f effectiveness. It details the 
goal and systems models and their influence and application to this research. 
Organisational effectiveness lies at the centre of all organisational models. A 
fundamental problem, however, lies in the definition of effectiveness. This is 
due to its political nature with multiple stakeholders both inside and outside the 
organisation having different and often conflicting goals.
There has been criticism of the empirical studies of effectiveness. Goodman, 
Atkin and Schoorman (1983) suggested that there should be a moratorium on 
traditional studies, arguing that:
inadequate attention was paid to identifying indicators of effectiveness,
an over-reliance on single indicators o f effectiveness, and the
relationships between multiple indicators were ignored,
there has been an under-specification o f models and little attention to
the time-frame of criterion variables, and
an over-generalisation to dissimilar organisations.
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Some authors have concluded that there is no inherent meaning in the concept 
of effectiveness and have recommended that it should be abandoned as a 
research topic. (Hannon and Freemen, 1977, Goodman, 1979).
Goodman and Pennings (1977) in a review of theoretical literature stated that, 
"there are no definitive theories and that there is no agreement on a definition 
for organisational effectiveness, and that the number o f definitions varies with 
the number o f authors preoccupied with the concept", (p.3). Campbell (1977) 
expanded on this view stating that no definition of the concept could be given 
and that a particular conceptualisation of effectiveness might be useful only for 
certain purposes. In the same article he took the position that a particular 
formulation was a function both of the values o f the user and the facts of 
organisational life.
On the issue of'measures o f effectiveness', Cameron and Whetten (1981) were 
critical o f previous research and accused researchers o f selecting measures 
opportunistically, in so far as they had operationalised the construct based on 
the availability o f data. They then justified the decision by referencing isolated 
empirical studies that used similar measures.
Goodman and Pennings (1977) concluded that 'organisations performed 
effectively if relevant constraints can be satisfied and if organisational results 
approximate or exceed a set of references' (p. 160). This defines organisational 
effectiveness in terms o f attainment o f goals and with meeting the criteria set by 
the multiple constituents o f the organisation. Work on organisational 
effectiveness carried out by Pfeffer and Sallancik (1978) and by Keeley (1978) 
proposed similar approaches to defining organisational effectiveness.
Dubin (1976) argued that organisational effectiveness has two meanings 
depending on whether it is viewed from within or from outside the 
organisation. If  viewed from within, Dubin concluded that effectiveness could 
be considered the efficiency of the organisation. If viewed from outside, then
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effectiveness might be considered a matter o f social utility. Although Dubin 
(1976) acknowledged both the managerial and social positions in his model, in 
the final analysis he used only one set of preferences for performance to 
evaluate organisational effectiveness.
Steers (1975) demonstrated that the problem of organisational effectiveness 
had traditionally led to conclusions about the nature o f effective organisations. 
Such organisations are flexible and productive, satisfy its members, are 
profitable, acquire resources, minimise strain, control the environment, develop 
its employees, communicate openly and survive. This is a comprehensive 
checklist and may be considered the ambition of all organisations. The list is 
also a balance between quantitative and qualitative criteria. Interestingly, 
survival is the sum of the others rather than an integral part o f the criteria. This 
is supported by Geller (1985) who found in his interviews with hotel executives 
that critical success factors unique to each firm are dependent upon its market 
position, age, management style, financial strength and competitive strategy.
Weick (1977) proposed a different set o f descriptors suggesting that the 
effective organisation is garrulous, clumsy, superstitious, hypocritical, 
monstrous, wandering and grouchy. This diversity o f opinion only highlights 
the difficulty for researchers to find common criteria against which 
organisations can be judged either effective or ineffective. In fact, most 
business disciplines have their own body o f research to contribute to 
understanding organisational success.
Katz and Kahn (1966) put forward another view. Organisational effectiveness 
reflects the degree to which an organisation maximises all forms of energetic 
return, inputs and outputs, in its relationship with the environment. Their view 
of the organisation is supported by Yuchtman and Seashore (1967) who 
focused on organisational processes rather than organisational ends.
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The concept o f viewing organisations from multiple perspectives was 
highlighted by Bass (1960) and by Friedlander and Pickle (1967). Bass (1960) 
saw a need to expand the conceptualisation o f organisational effectiveness. He 
suggested that the criteria of organisational success needed to be expanded to 
include measures relevant to employees, to society as a whole and to the 
organisation's management. The criteria which were suggested for inclusion 
into assessments o f organisational performance were to reflect:
the degree to which an organisation was profitable and productive, 
the degree to which an organisation was of value to its employees, and 
the degree to which an organisation and its members were of value to 
society.
Bass (1960) believed that it was unlikely that those three sets o f criteria could 
be correlated; therefore, he proposed that the second and third sets o f these 
criteria be considered individually and on their own merit. In a sense this 
research study supports this assumption by Bass and links into this first 
criterion, the degree to which an organisation was profitable and productive, as 
the basis for determining organisational effectiveness in the hotel industry.
Pickle and Friedlander (1967) replicated the Bass study and emphasised his 
belief that the criteria important to different constituents are unlikely to be 
highly correlated. They concluded that organisations probably operate using 
policies which attempt to minimally fulfil the preferences of several 
constituencies simultaneously. This issue of organisational constituencies and 
their role performances was later studied by Pfeffer and Sallanick (1978). They 
highlighted the distinction between effectiveness and efficiency. They defined 
effectiveness as the "degree to which the organisation is fiilfilling the needs of 
satisfying the criteria o f various evaluators external to the organisation". 
Efficiency is defined as "the internal standard o f organisational performance"
(p. 46).
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Other writers go beyond the organisation as well. Burgoyne (1976) considered 
that national needs demand sufficient and effective organisations, whether they 
generate wealth or consume it to achieve goals. Reddin (1976) made the point 
that the unifying theme of all the determinants of organisational effectiveness is 
management. This link between organisational effectiveness and management 
effectiveness which is central to this research study is supported by Campbell et 
al (1970). They defined managerial job behaviour as "any set o f managerial 
actions believed to be optimal for identifying, assimilating, and utilising both 
internal and external resources toward sustaining, over the long term, the 
functioning o f the organisational unit for which a manager has some degree of 
responsibility" (p. 105).
In the context o f this study, organisational effectiveness is synonymous with 
management effectiveness. The researcher supports Campbell's view. 
Organisations categorised as top performers as a result of phase one o f this 
study were managed by individuals who were top performers and deemed to be 
successful and effective. This conclusion is supported by Reiman (1982) when 
he suggested that the role played by the top level decision makers of an 
organisation is a critical determinant of its relationship with its environment and 
therefore its long-term performance. In this study these top level decision 
makers were be the senior managers o f the hotels included in phase two.
Greiner (1972) suggested that organisations experience various stages of crisis 
and change as they progress through their life cycle. Cameron et al (1988) 
built on this theory and on other contributions to the life cycle concept by 
suggesting that studies should be longitudinal. This conceptualisation suggests 
that the life cycle of the organisational unit under study will have an impact on 
the focus of attention for effectiveness criteria.
The ability of an organisation to plan and manage change in a strategic context 
is evidence o f an effective, well-managed organisation. This increasing need 
for well established organisations to change frequently and to encourage
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entrepreneurial behaviour among their employees has been widely recognised 
by theorists such as Peters and Waterman (1982), Moss-Kanter (1983), 
Drucker (1985). Other determinants of organisational effectiveness are 
discussed in the next section.
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2.2. Other Determinants of Organisational Effectiveness
Business disciplines have their own research which contribute to discussions of 
organisational effectiveness. This section examines five key influences that 
bear on an organisation's effectiveness. They are: marketing, quality, 
innovation and entrepreneurship, the learning organisation, and management. 
Given the nature o f the tourism and hospitality industries, these aspects are 
particularly relevant.
2.2.1 Marketing
For the first decades o f this century, the success of mass production techniques 
led to efficient production being regarded as the key to organisational 
effectiveness. The scientific management and the human relations schools 
concentrated chiefly on techniques for improving efficiency. Eventually, 
industry production capacity exceeded demand, and consumers could choose 
which of several competing products they would buy. They used the 
opportunity to buy what they saw as the best. This led to a belief that having 
the best product was the key to organisational effectiveness. However, many 
organisations produced products which were neither better nor worse than 
those of their competitors. As a result, they resorted to major promotional and 
selling campaigns to persuade consumers to take their goods.
In the mid 1950s a new approach crystallised, namely, marketing. While selling 
focuses on satisfying the needs of the seller, marketing focuses on satisfying 
the needs of the customer. "The marketing concept is a market-focused, 
customer orientated, co-ordinated marketing effort aimed at generating 
customer satisfaction as the key to satisfying organisational goals" (Kotter, 
1988, p. 32). In essence, just as the optimum organisational design for 
effectiveness is contingent on the environment, so, too, is the optimum
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character o f every part of the process which decides the goods or services to 
produce, the production system and the distribution network.
Marketing finds its expression at both strategic and operational levels. A 
review of the important modem techniques for strategic analysis of business 
shows a strong market orientation to be a common feature. For example:
Porter (1980) with his generic strategies, his value chain and his five 
forces model for market analysis focused on the interaction o f the firm 
with its environment, particularly on its interaction with its customers. 
Ansoff (1965), is perhaps best known for his 'growth vector', a 
framework for analysing opportunities for growth in terms o f market 
opportunities and the product capabilities o f the organisation.
Ohmae (1982) based his strategic writing on 'the strategic triangle', 
composed o f the corporation, customers and competitors.
At an operational level, too, most writers advocate a strong customer 
orientation. That is tme in organisations for which service is an integral part of 
the total package which the customer is purchasing. The tourism and 
hospitality industries are typical of such organisations. Two such advocates are 
Peters and Quinn.
Peters (1987) advocated that organisations should 'create total 
customer responsiveness', ' provide superior service', 'achieve 
extraordinary responsiveness', 'become obsessed with listening', 'make 
sales and service forces into heroes', and 'launch a customer revolution'. 
Quinn (1990) had a similar message. He presented customer service as 
a philosophy of management, which is reflected in product design, sales 
and organisational culture.
Irish tourism depends on innovative marketing strategies and high standards of 
customer care to gain its market share of national and international markets.
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Individual companies need to provide for increased investment in marketing 
and sales to enhance their business performance. This criterion is reflected in 
the performance indicators for determining the top performers in the hotel 
industry which is discussed in Chapter Six.
2.2.2. Quality
It is now recognised that quality is desirable, both in goods and in services, and 
that quality results in both reduced costs and increased customer satisfaction. 
"Do things right in the first place and you won't have to pay to fix them or do 
them over." (Crosby, 1982, p. 16). Peters (1987) also agreed that there is a 
strong correlation between good quality and satisfaction among stakeholders, 
including customers and employees. Thus it is clear that quality is an important 
determinant of organisational effectiveness and can be measured in terms of 
increased turnover, reduced operating costs and higher profit margins.
Given that quality appears to be a positive determinant of organisational 
effectiveness, independent o f what organisation is involved, the question then 
arises whether any aspect is contingent on any other. A review of the 
literature on quality suggests that it is, with various authors giving different 
prescriptions for how it should be achieved. (Murphy, 1991, Quinn, 1993). In 
fact, authors generally pitch their message at some point along a continuum 
from a dehumanised engineering and statistical process control approach on the 
one end to an approach which relies mainly on using an organic style of 
organisation to motivate members to "do things right in the first place"
(Crosby, 1982) on the other end.
Given the personalised service nature of the tourism and hospitality industries, 
it would seem that an approach towards the latter end of the continuum would 
be appropriate to achieving organisational effectiveness, with the proviso that a 
degree of formalisation of procedures and quality measurement are required. 
These procedures and systems, properly managed, contribute to reduced costs
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and increased profits resulting in enhanced performance, particularly in the 
hotel industry. This factor is included in the performance indicators for hotels 
in this study and is detailed in Chapter 6.
2.2.3. Innovation and Entrepreneurship
The need for organisations to innovate to gain or maintain differentiation from 
their competitors is common to most management theorists. Kanter (1983), 
Drucker (1985), and Peters (1982 and 1987) are a few of the more prominent 
proponents o f this view. Porter (1990) through his identification of the 
innovation-driven economy as the only sustainable structure on which to build 
economic growth raised innovation to the status of a national goal. The 
relevance of this view to Ireland was confirmed by NESC (No. 89, October 
1990) when they suggested that innovation is contingent, on: 
the degree of change in the industry and
the degree to which organisational change incorporates innovation in 
the range of products and services provided to the customer and 
a professional approach to the management of change.
The application of this theory to tourism is critical because the core product 
base of tourism is narrow, and product differentiation is the key to competitive 
success. The structure of the industry is entrepreneurial. Change is constant. 
Both of these factors are dependent on professional management and the 
relevant product and market integration. The sum of these parts is greater than 
the whole, and Irish tourism and, in particular, the hotel sector recognise these 
factors as determinants of success.
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2.2.4. The Learning Organisation
Argyris and Schon (1978) regarded learning as central to achieving 
organisational effectiveness. They classified learning in a company into three 
types:
Single Loop Learning (error detection and correction)
Double Loop Learning (learning that changes current assumptions and 
norms )
Deutero Learning (learning about learning )
They wrote that traditionally the majority of staff in most companies have used 
only single loop learning; however, if the company's effectiveness is to be 
upgraded, staff should employ double loop learning. Deutero learning should 
be used to enhance this overall process.
Beck (1989) in his study o f high-performance organisations found that 
recognition o f personal effort and achievement, which are features o f learning 
organisations, was significant in those organisations.
Pedler, Burgoyne and Boydell (1991) suggested that a learning organisation 
can be defined as an organisation "which facilitates the learning o f all its 
members and continuously transforms itse lf (p.l). In fact, the difference 
between their approach to learning and the approach taken by Peters (1987) to 
innovation is small. The major distinction is that their focus is on group 
learning. Individual entrepreneurship is de-emphasised; however, the objective 
is the same whether it is called innovation or double loop learning.
The concept o f organisational transformation is used to suggest a distinction 
between changes which are imposed on the organisation from the outside and 
those changes which are adopted positively as part of the strategy of the 
organisation.
The issue o f learning in an organisation as a determinant of effectiveness is 
relevant in the services sector, including the hospitality industry. The level o f
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skills, knowledge and attitude required to deliver the service directly to the 
customer is dependent on the extent to which those qualities are developed 
within a learning environment and culture.
Bass and Vaughan (1966) defined learning as "a relatively permanent change in 
behaviour as result o f practice or experience" (p.29). This definition has been 
used by Mumford (1989) and others to emphasise the role o f planned 
on-the-job development and consequently to improve organisational 
performance. The idea that learning is a natural human activity which takes 
place in a relatively non-contrived way and is part o f every day organisational 
life has been commented on by Handy (1991) who believes that attempts at 
contrivance and formalising of training have almost become an obsession 
among many training and development practitioners. A learning organisation 
is not necessarily one which does a lot of training - but one which gains 
knowledge and understanding, thereby enabling it to adapt to changing 
environmental circumstances.
Easterby-Smith (1986) approached the issue from a different angle when he 
defined organisational learning as "the process of improving actions through 
better knowledge and understanding" (p. 24).
A recent development in the learning organisation movement is the concept of 
intellectual capital, (Stewart, 1994), which is defined as the intangible assets of 
skill, knowledge and information of the company. The learning organisation 
model is not yet widely practised and is not yet widely understood or 
evaluated. Sorohan (1993) pointed to five learning principles which support 
the work place learning view; these are:
1. People embed learning in their individual experiences and so learn best 
when they direct their own learning.
2. People learn most effectively in context, so learning should be linked 
directly to work.
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3. People learn from each other SO work places should enable people to 
communicate and collaborate freely.
4. People continuously create knowledge and so need to learn how to 
capture this and share it with others.
5. People learn unconsciously and thus need to learn how to recognise and 
question tacit assumptions.
In their research Pedler et al (1991) found that without exception, competitive 
advantage was cited by organisations as the main reason for their interest in 
becoming learning organisations. Easterby-Smith (1986) suggests that the first 
step in creating a learning organisation is, quite simply to "learn about 
organisational learning" (p. 25). This process should include an understanding 
of how learning differs from individual learning. He also points out that 
creating a learning organisation is about promoting experimentation, and that 
reward systems should be geared towards risk takers rather than risk avoiders. 
Other initiatives can include: the provision o f different channels of information 
and learning, (Garrett, 1990), understanding that training and development is 
part of the business (Beck, 1989), training departments having an impact on 
strategy formulation in the company (Barham, 1988), employees having an 
impact into organisational decision-making (Pedler et al (1989).
The extent to which these features are an integral part of the organisation will 
by implication contribute to its success and effectiveness. It is now recognised 
that the only people who can be truly effective in making learning happen are 
managers themselves because they know more about the business, are 
accountable for its success and because learning capabilities that matter are 
inseparable from work itself (Senge, 1990).
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2.2.5. Management
Any overview o f management theory in the context of management and 
organisational effectiveness is incomplete without reflection on the writings of 
Drucker (1955), particularly when he stated that "the manager is the dynamic 
life-giving element in every business. In a competitive economy, above all, the 
quality and performance of the manager determines the success of a business, 
indeed they determine survival." (p.36).
Despite the important contribution made by managers to the success o f their 
organisations and the perceived shortfall in managerial talent, little is known 
about the behavioural and individual characteristics o f managers that influence 
organisational effectiveness. House and Baetz (1979), Weiner and Mahoney 
(1981), Smith, Carson and Alexander (1984), as well as Gillen and Carroll 
(1985) undertook research that provides empirical support to the view that 
managers have an important impact on the performance o f their organisations.
Cockerill (1989) concluded from his own research that there is a relationship 
between certain individual behaviours used by senior executives and the 
performance o f their organisations. These individual behaviours influence 
executive behaviour. He identified twelve specific behaviours which he viewed 
as being more relevant than others in determining organisational performance. 
These included three abilities: supervisory, intelligence and initiative; three 
personality traits: self-assurance, decisiveness and working class affinity and 
four goals: occupational achievement, self actualisation, power and high 
financial reward and job security. He also considered both the adoptive and 
innovative and cognitive dimensions to be important influences in 
organisational performance.
Further links between management and organisational effectiveness were 
developed by Penrose (1980), when he suggested that the basic function of 
management is the construction, maintenance and improvement o f an
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administrative system which co-ordinates and transforms human and material 
resources into a productive and efficient service. Therefore, managerial services 
have economic value by virtue of organising and controlling resources in 
systematic and cohesive ways for the benefit o f the firm. However, different 
managerial activities organise different human and material resources in 
different ways to develop different firms. This means that managerial work can 
only be evaluated in terms of the collective output o f the whole system of 
which it as a part. From the perspective that managerial skills are 
interdependent, dynamic and contextual, at least three distinct characteristics of 
effective management can be inferred. They are;
1. Managerial skills are less specific to particular problems and more 
restricted to particular organisations and industrial sectors than are 
other professionals.
2. Managers deal with a succession of tasks and problems in one system 
rather than a series of discreet tasks occurring in separate locations .
3. Managers rely on a broad knowledge base which includes extensive 
local knowledge and in the case of tourism, extensive technical 
knowledge.
Managerial skills that are specific to particular organisations such as, hotels and 
industry sectors, such as tourism, are more likely to be effective than those 
based on idealised models of general processes abstracted from a particular 
context. This view is shared by Kotter (1982) who suggested that effective 
managers have a detailed knowledge and understanding o f their industry. 
Regardless o f the perspective, effective management has a positive benefit for 
the managers and the organisations in which they are employed.
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2.3. Theoretical Models and Frameworlcs of Organisational 
Effectiveness
The search for a framework or model to determine organisational effectiveness 
was a key feature o f the early stages of this research. Consequently, it was 
necessary to analyse the literature in this field and to select the views and to 
take guidance from key theorists and writers on organisations.
Cameron (1980) suggested that it is impossible to obtain consensus regarding 
the best or even a sufficient set of indicators of organisational effectiveness, 
because criteria are based on the values and preferences of individuals while no 
specifiable construct boundaries exist. That critique would seem to be a 
formidable obstacle to be overcome by those wishing to carry out any 
meaningful study of organisational effectiveness. A tourism business is set up 
with a specific purpose in mind, which includes the making o f profits. To 
operate a business in the first place, sources o f finance are required, and it 
would not be surprising if the individuals involved in providing such finance 
were to have explicit preferences about what is or is not regarded as effective.
Tourism is a people industry, so an hotel or tourism business needs customers, 
employees, suppliers and other supporters all of whom will have specific 
preferences. Cameron's (1980) point on preference is an understandable 
reflection of the reality o f organisations, particularly of hotels. His view on the 
absence of construct boundaries seems to emanate from a rigorous scientific 
view of effectiveness. In reality, an organisation has a finite number of 
interdependencies with its environment; therefore, boundaries exist, some of 
them objective, others subjective.
Miller (1967) identified four major organisational sub-systems which he 
claimed were common to all organisations. Table 2.1
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Table 2.1 The Four Organisational Sub-Systems
Sub-System Composition
1. The Organisational Goals 
and Values
The stated objectives and values 
promoted to achieve objectives.
2. The Technical
The combination o f knowledge and 
technology needed to operate the 
business.
3. The Psycho-Social The relationships, values and norms 
- also called culture or climate.
4. The Managerial The responsibility for directing the 
organisation.
Source: Miller (1967)
Increasingly, these sub-systems are recognised and addressed in organisational 
design and development (Schein, 1990, Scott-Morgan, 1994) even by theorists 
and practitioners not explicitly espousing a systems approach (Mangham, 1988, 
Ramos, 1994, Wasdell, 1994).
Cameron proposed a four point model consisting o f :
1. goal model
2. systems resource model
3. internal processes
4. participant satisfaction models
Cameron's goal model is similar to the rational/goal models. His system 
resource model resembles Scott's (1977) open system model, while his internal 
process model is similar to Seashore's (1975) decision model. Cameron places 
a sharper focus on the constituencies of the organisation with his participant 
satisfaction model. This represents an important development, especially when 
dealing with organisations in which there is a significant content of'knowledge'
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or 'mind' work involved. Such organisations often depend, for their 
effectiveness and survival, on the level of participant satisfaction. If  one 
considers the high human resource content of tourism services and the extent 
to which effectiveness is dependent on the performance o f individuals, it 
becomes clear that the participant satisfaction model suggested by Cameron 
(1979) should have a significant impact on this study.
Etzioni (1964) and Price (1972) advocated a goal model, based on the notion 
that organisations exist for the purpose of achieving goals, whilst Yuchtman 
and Seashore (1967) advocated a resource control model based on the notion 
that organisations are effective, if they acquire needed resources. Bennis 
(1966) and Nadler and Tushman (1980) favoured an internal process model 
which places emphasis on the smooth functioning of organisational processes. 
The view taken by Goodman and Pennings (1977) was that "organisations are 
effective if relevant constraints can be satisfied and if organisational results 
approximate or exceed a set o f reference for multiple goals" (p. 160).
Mott (1972) suggested that the measure of organisational effectiveness will be 
partly determined by or contingent on the degree of system closure. It is not 
uncommon to find in structured and bureaucratised organisations that 
effectiveness measures are internally oriented and show a degree of closure of 
thinking. Less structured organisations frequently reflect more open thinking. 
When one considers that the tourism industry in Ireland is seasonal in nature 
and is based mainly on small family units dispersed throughout the countiy, it 
becomes clear that a closed model of effectiveness would be inappropriate.
Scott (1977) proposed three models which also support the notion of 
contingency in determining organisational effectiveness. These are as follows: 
rational, natural and open. The rational model is similar to Cameron's (1979) 
model. It views the function of organisations as being the transformation of 
inputs to outputs for the attainment of goals. The natural model views 
organisations as goal oriented, social units and focuses on support goals such
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as participant satisfaction and the survival of the global social unit. Under the 
open system model, organisations are viewed as existing in a state of 
interdependence with their environment. The focus is on the detection of and 
reaction to changes in the environment as well as the achievement of goals.
Seashore (1975) also proposed three models: goal, natural and decision. 
Seashore's goal model is similar to Scott's (1977) rational model, while the 
natural models incorporated both Scott's natural and open systems models. 
Seashore differed by adding a decision model which focuses on the acquisition 
and management of information. The decision model highlights the information 
processing nature of organisational task systems - a significant feature of 
contingency theory.
It has already been suggested that the model used in this study should be 
contingent on the circumstances of the tourism and hospitality industries. The 
next sections summarises key points in the literature under two models of 
organisational effectiveness namely:
The Goal Model (Section 2.3.1)
The Systems Model (Section 2.3.2)
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2.3.1. The Goal Model
Early management theorists, especially those associated with scientific 
management (Taylor, 1947), emphasised two types of performance variables. 
The first type was production variables; productivity refers to the number of 
units produced or services delivered in a period of time and efficiency and the 
number of output units produced for a given measure of inputs. The second 
type was objective personnel variables, such as, pay level subsidies, labour 
turnover and motivation. Barnard (1938) defined an action as being effective if 
it "accomplishes a specific objective gain" (p. 20). Generally, this notion is the 
central thrust o f the goal-based approach which survives in a more elaborate 
form.
Price (1972) extended Barnard's views and defined organisational effectiveness 
as "the degree of achievement of multiple goals" (p. 12). The notion that 
organisational goals are multi-dimensional rather than one-dimensional 
suggests the human relations movement which provided an alternative set o f 
goals to those offered by proponents o f scientific management. He proposed 
that the satisfaction o f the social needs of workers is met through teamwork 
and that considerate supervision is the key to high output and productivity.
As Hunt (1972) commented, "in the 1950s the goal criteria o f effectiveness 
were expanded to include indicators from the individual variables; hence, 
studies such as those o f Katz et al (1950) and others at the Institute o f Social 
Research in Michigan began to relate human criteria to reaching the objective 
of the organisation" (p. 47). In essence, organisations are viewed as goal 
seeking social entities with existences of their own. A common assumption is 
that all members o f the organisation are committed to the achievement o f those 
goals.
Pfeffer and Salancik (1978) used organisational survival as the criterion to 
weigh the competing goals of participants. They argued that most weight 
should be attached to the goals o f those individuals who provide the
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organisation with the most critical and scarce resources and as a result have 
the most power to influence. Therefore, meeting the goals of such individuals 
and constituencies becomes the measure of organisational effectiveness. A 
major criticism of this approach is that the power holders may set self-seeking 
goals which do not satisfy important constituencies thus leading to the 
unintended death of the organisation and ultimately contradicting the interests 
o f all individuals and constituencies. Consequently, organisations must be 
judged by the extent to which the goals of all individuals and constituencies are 
achieved. However, one of the major problems of the goal model is the 
multiplicity and variability of goals which can be side-stepped.
If organisational effectiveness is to be assessed by the level of achievement o f 
agreed goals, then logic dictates, that it is not possible to measure effectiveness 
if agreed goals do not exist. If  that is true, then it is necessary to use an 
alternative framework to that of the goal model, one which bases its evaluation 
o f organisational effectiveness on the success o f the processes used to achieve 
agreement on organisational goals. In addition, assessment o f those processes 
used by participants to achieve goal agreement is an alternate and 
complementary way o f measuring organisational effectiveness.
2.3.2. The Systems Model
The advent o f the systems model led to the idea that it might be possible to 
measure organisational effectiveness by focusing on the characteristics o f the 
processes being used to obtain resource inputs and convert them into outputs. 
If the characteristics of the processes leading to high levels of goal attainment 
could be identified, then it would be possible to use these criteria to evaluate 
organisational performance.
Yuchman and Seashore (1967) proposed what they call the 'systems resource' 
approach. They argued that the three basic processes in an open systems view 
o f organisation, i.e., resource, acquisition, transformation and disposal, are so
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interconnected that overall effectiveness may be assessed at any point in the 
loop. To choose the input acquisition process and define effectiveness as "the 
ability of the organisation ... to exploit its environment in the acquisition of 
scarce and valuable resources" (p. 89).
The systems approach might be useful if there were more consistency among 
the characteristics of effective organisational processes than among the 
outputs. Cameron and Whetten (1981) suggested that the system resource 
model appears most appropriate when uncertainty, complexity and turbulence 
are high and formalisation is low. Cameron and Whetton expanded on this 
concept by suggesting that a goal model appears most appropriate to mature 
stable organisations where activity is shaped by a desired output and 
formalisation is significant. They argued that among the problems in the 
literature on organisational effectiveness are the over reliance on researcher 
imposed criteria o f effectiveness, and the tendency to measure perceptions of 
effectiveness at only one point in time. In their study, Cameron and Whetton
(1981) examined the changes that occurred in ratings of effectiveness by 
organisational members as their organisations developed through various life 
cycles / stages. They found that as organisations developed the importance of 
effectiveness in acquiring inputs gave way to the importance o f effectiveness in 
producing outputs.
Work at the Tavistock Institute synthesised the ideas o f the scientific 
management and human relations schools and produced a model of 
organisations as socio-technical systems. This socio-technical systems theory 
views the organisation as a system which reacts with its environment. The 
organisation is composed of two subsystems, a technical subsystem which is 
the means by which inputs are converted into outputs and a social subsystem 
which encompasses the interpersonal relationships that develop within an 
organisation. The organisation cannot be effective without a sound technical 
subsystem, but effectiveness is also influenced by the relationships which exist 
between members o f the organisation.
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Organisational process effectiveness criteria have been specified by writers, 
such as Katz and Kahn (1966), Yuchtman and Seashore (1967), Hirsch (1975) 
and Reiman (1982). However, one of the problems with their efforts is that 
they have addressed the issue from different perspectives with different 
methods in different sectors. Few have used the experimental method as the 
basis of their approach. Some have used deductive reasoning and have not 
tested the hypothesis inductively. Therefore, it is not surprising to find little or 
no consistency in the process criteria specified.
2.3.3. The Contingency Model
It is useftil at this stage to provide an example o f a theoretical model and to 
discuss its application to the issue of evaluating the effectiveness of 
organisations.
The model chosen is that proposed by Reiman (1982). The extent to which it 
has application to this study is commented on to aid analysis and understanding 
of the model. He set three design parameters for his research;
(1) Confine the analysis to a set of comparable organisations with 
similar purposes and constituencies. In this research study the 
comparable organisations were hotels within the Irish tourism industry. 
These hotels were classified and graded by the Irish Tourist Board.
(2) Develop organisational competence criteria tha t are theoretically 
meaningful as well as measurable for the focal organisations. In this 
study the measure o f effectiveness criteria was a set o f performance 
indicators for the Irish hotel industry. It is theoretically meaningful in 
that it is a valid and reliable measure to identify the 'top performers' in 
the industry. It is measurable in that the criteria is in the form of
Chapter 2  - Page 50
industry norms which are easily measurable when applied to an 
organisational unit, in this context, an hotel.
(3) Test and predict the validity of the organisational competence
criteria against some long-term generally accepted criteria. In the
context o f this study the criteria were recognised as contributing to 
organisational growth and development within the Irish hotel industry.
Reiman (1982) applied this criteria in a study o f twenty manufacturing plants in 
the United States. Organisational effectiveness was measured by asking the 
members o f the top management team to rate their unit independently relative 
to their competitors on eight performance criteria using a scale of 0% - 100% 
defined as optimum performance.
The eight performance criteria were:
1. Profit
2. Sales Growth
3. Human Resources
4. Quality
5. Customer Service
6. Employee Satisfaction / Morale
7. Future Growth
8. Competitive Strengths
Reiman (1982) hypothesised that "the long-term growth and survival of a 
manufacturing organisation would depend on its current performance in the 
eight criteria", (p.332). Therefore, despite the early problems experienced by 
the systems model in using measures of organisational processes as indices of 
effectiveness Reiman's study has produced a methodology which is valuable 
and "particularly useful to future researchers faced with the common problem 
of finding hard 'effectiveness criteria'." (p.332) In this research study a total of 
nine performance criteria were applied (see Chapter Six).
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2.4. Conclusion
The determinants of effectiveness outlined in the chapter are selected because 
of their relevance to the sector under study in phase one o f this research. 
Additionally, the contribution they make to the tangible measures of 
effectiveness namely: profit, turnover, costs and competitiveness are reflected 
in the choice of performance indicators in this study. These are selected from 
the industry norms developed by Simpson Xavier Horwath (1993) on the Irish 
hotel industry and published in the 'Hotel Industry Review' report.
The literature review also provided valuable reference material and concludes 
that the writings and research of Cameron and Whetten (1981) and the 
research design parameters presented by Reiman (1982) contribute to the 
research instrument and method chosen to determine organisational 
effectiveness in this study.
Apart from what the theorists have to say about each others contributions, it is 
apparent that there are deficiencies in the effort to define and study 
organisational effectiveness. These problems have been accentuated by a high 
level of subjectivity in some studies and by the mix of organisational types in 
others. Organisations, particularly business organisations do not readily 
conform to general scientific laws. The range of independent variables that 
affect the dependent variables o f effectiveness in organisations is extensive and 
affects the criteria selected to measure them.
The key theoretical constructs and academic arguments outlined in this chapter 
are summarised in Table 2.2. by model of organisation, their definitions and 
associated theorists.
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Table 2.2 Summary of Key Models and Definitions Referred
to in this Chapter
M ODEL DEFINITION
GOAL
Etzioni (1964)
Miller (1967)
Scott (1977)
Goodman & Pennings (1977) 
Price (1972)
Cameron (1980)
Organisations are created as instruments to attain 
specific goals and are effective when those goals 
are attained.
SYSTEM RESOURCE 
Yuchtman & Seashore (1967) 
Cameron (1980)
Reiman (1982)
The organisation is effective when it secures 
required resources.
INTERNAL PROCESSES
Goodman & Pennings (1977) 
Katz & Kahn (1966)
Cameron (1979)
Nadler & Tushman (1980)
The organisation is effective when it runs 
smoothly, and there is an absence of internal 
tension and strain. Such organisations are often 
referred to as 'Healthy Systems'.
STRATEGIC
CONSTITUENCIES
Bass (1960)
Pickof & Friedlander (1967) 
Dubin (1976)
Geller (1985)
The organisation is effective when all strategic 
constituencies are at least minimally satisfied.
COMPETING VALUES 
Pfeffer & Sallanick (1978) 
Miles (1980)
The organisation is effective when it meets 
constituency preferences.
FAULT DRIVEN
Peters (1987) 
Crosby (1982)
The organisation is effective when there is an 
absence of faults or traits.
HIGH PERFORMING
Moss Kanter (1983) 
Drucker (1985)
Peters (1987)
Porter (1990)
The organisation is effective when judged excellent 
relative to other similar organisations.
The dominant models in Table 2.2. are the 'goal model', which focuses on 
organisational outputs and the 'systems resource model' which is concerned 
with organisational processes. These models have been explained in the 
literature review, and their profiles suggest that they can be applied to provide 
complementary, yet different measures of organisational effectiveness. The 
study by Reiman (1982) into the predictive validity of organisational 
competence measures highlights the extent to which this variable can also be 
applied in this study.
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3.1. Introduction to Literature on Managerial Effectiveness
This chapter provides a literature review of selected research and writings on 
management effectiveness, with particular reference to management in the 
tourism and hospitality industries. The chapter reinforces the view that 
managing is a complex process, a way of behaving that needs to be understood 
in the context o f particular situations and organisations (Kotter, 1982, 
Mangham and Pye, 1991).
This review o f the literature into management and particularly management in 
the hospitality industry, highlights the extent to which the knowledge base of 
managerial work in industry remains very limited. The studies also reflect the 
extent to which the type o f organisation might be influential on the activities of 
managers (Koureas and Posner, 1987) and that the managerial job is influenced 
by a wide range of demands made upon the manager from the role sets (Hales, 
1987).
This adds to the debate as to whether managerial work patterns are the 
outcome of the context in which the work occurs, the role demands of the 
position, or o f individual choices made by the manager.
The robustness of the words 'manager' and 'management' cross context, and 
their universality of meaning serve to validate management as an object of 
study. This logic supports individuals and organisations seeking to improve the 
effectiveness of managerial practices by providing analysis and research on the 
characteristic elements of management. Such individuals and organisations 
engage in management education, training and development, and they present 
managers with an opportunity for the enhancement of their understanding and 
skills.
The aim of management research as Easterby-Smith et al (1991) pointed out is 
to provide a bridge between theoiy and practice. Therefore, the purpose o f this
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chapter is to examine the experiences, writings and reflections of practitioners 
and academics who from their own experiences and previous studies have 
attempted to make the bridge more meaningful and transparent. This review 
provides the theoretical foundation for the empirical research on practices in 
phases two and three of this study. Commencing with a broad analysis of 
managerial effectiveness, the chapter focuses on managers as leaders and the 
effective manager and then concludes with the nature of management in the 
tourism and hospitality industry.
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3.2. The Nature of Management in General
"Despite the importance o f modern managers to our present and future we 
know relatively little about them - about who they are, what they do, and why 
some are more effective than others. What we do know now, or think we 
know, rarely comes from the systematic study of real managers in any depth - 
this is particularly true for higher level business managers, those charged with 
most o f the responsibility for running an enterprise." (Kotter, 1982 p.43).
This lack o f knowledge about managers described by Kotter creates a 
fundamental problem because it suggests that there is little basis for selecting 
and developing managers in a way that is likely to enhance organisational 
performance. However, during the one hundred years since modem 
management theories were developed during the scientific management 
movement, the essential role and purpose of management have been redefined 
many times. It may be argued that in some ways the development o f 
management ideas has gone too far, making management more mysterious and 
elaborate than reality dictates, by "building around the idea of'management', a 
plethora of myths, shibboleths and incantations, which our most successful 
competitors seem to do without" Mant (1977 p.3).
Management is a complex activity. Being a manager means being involved in a 
wide range o f tasks and skills, the diversity of which is consistently masked by 
the word 'manager'. The problems managers face are often products of 
multi-causality, while the consequences of their decisions may be equally 
widespread. Managers may be distinguished or categorised in terms o f their 
status or their responsibility for particular functions, i.e., sales, marketing, 
personnel and/or operations. The term 'manager' can be used across a range of 
functions and in a range of organisations o f different size, purpose, sector, 
design and/or tradition. In attempting to understand the nature of 
management, it is important to note Stewart's caution (1976): "... management
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is a much less tidy, less organised and less easily defined activity than that 
traditionally presented by management writers ..." (p. 125).
The modern approach to managerial research emphasises the fluidity of the 
organisation and its members. This view may be contrasted with the work of 
the early management theorists whose studies were essentially snapshots of the 
managerial job (Sayles, 1964, Mintzberg 1973, Kotter 1982). Now, the 
managerial job is seen as diverse and varied requiring analytical tools that will 
allow managers to handle the diversity. There has also been a shift away from 
the measurement o f managerial jobs across performed categories toward the 
discovery o f categories. In addition, there has been an increasing use o f a 
variety of research instruments in single studies, rather than reliance on one 
method. Finally, the approach to data collection has become more fluid, 
reflecting an organisation that is interactive, rather than fixed or static.
The nature o f management as determined by the outcomes of research studies 
into management is significantly influenced by the choice of research methods 
used in the studies. Hales (1986) highlighted this fact when he wrote "before 
the adoption o f multi-method studies, what was discovered about managerial 
work was particularly influenced by how managers were studied: diary studies 
inevitably focused upon contacts and time allocation, structured questionnaires 
generated work elements, whilst participant observation studies made much of 
'informal' behaviour" (p. 105).
Observing managers in action became a common research approach in an 
attempt to identify what they need to be good at. The empirical studies of 
Mintzberg (1975); Stewart (1976, 1980, 1982); Kotter (1982); and Hales 
(1986) led to a realisation that there are significant differences between the 
actual behaviour of managers and what had been conceptualised in earlier 
studies. The more recent studies have revealed a variation in behaviour among 
managers in different jobs and even among managers in the same job. Many 
managers have freedom to interpret what their jobs entail and what emphasis to
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give to the various aspects. A limitation in observational studies in 
management is that they reveal nothing about the competences needed by an 
effective manager. None of the studies explain the intentions, the observed 
activity, nor do they attempt to discover the outcomes. The relationship 
between intentions, actions and outcomes is crucial, if an attempt is to be made 
to suggest what managers are expected to do or what they should do in order 
to be effective (Hales, 1986, Luthens, 1987).
Lamb (1984) talked about managers being involved in three kinds o f activity.
He suggested a scheme of action profiling to identify three stages o f action in 
decision making: attending, surveying, analysing and researching; intending. 
planning, controlling and disciplining, and committing, taking the opportunity 
o f spending the money. Different managers take more of one kind of initiative 
than another. The patterns o f executive behaviour are largely determined by 
inherent individual patterns o f initiative and motivation.
The successful implementation of most managerial functions appears to involve 
implicitly or explicitly the act of dealing with people. Given the pervasiveness 
of a human or behavioural dimension to management, it is not surprising to 
find that definitions of management retain this human dimension. In fact, 
definitions o f management typically refer to the human resource, and most are 
represented in the version given by Hersey and Blanchard (1977) "we shall 
define management as working with and through individuals and groups to 
accomplish organisational goals" (p.3). Definitions such as this emphasise 
working with and through people. Therefore, the implied managerial 
competence is facilitative with respect to the organisation's objectives. The 
formal work activity of a manager is not normally specified as working with 
and through people, rather it is viewed as the completion o f formal objectives 
facilitated by interpersonal competence. This facilitative component of 
management is important; when things go well it is invisible and may not be 
valued, when things go badly, it is visible and actively sought. However, Hales 
(1986) contended that 'managerial work' and managers' behaviour are not
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synonymous and work on managerial behaviour (Kotter, 1982; Stewart, 1983) 
provided only a partial answer to the question: 'What do managers do?'
Elements o f  Managerial Work
Studies by Sayles (1964), Stewart (1967, 1976, 1982), Mintzberg (1973), 
Stewart et al (1980), and Kotter (1982) established categories that, while 
differing in emphasis, have broad similarities and common findings. They have 
all contributed to breaking down the assumptions about the nature of 
managerial work; that it is often vastly different in the roles that managers 
perform and also from one manager to another. Each manager can have a 
number o f different roles and responsibilities, each requiring different 
development needs. This highlights the fact that there may be no right way to 
manage, even in specific situations, as a manager can to a certain extent, define 
the nature o f their own reality. This would imply that different managers in 
similar jobs can define and alter the nature o f their work in ways that may make 
generic lists of competences inappropriate.
A consequence of the organisational and relatively unstandardised nature of 
managerial tasks and problems is the need for a broad knowledge base for the 
managerial skills with considerable importance being attributed to 
organisational and industry knowledge. In the hospitality industry this scenario 
means that success and competence are defined more in terms of collective 
results than o f demonstrating an ability to meet general standards 
institutionalised and controlled by professional bodies such as medicine and the 
law. As a result, managerial skills that are organisational and industry specific 
are more likely to be effective than those based on idealised models o f general 
process, abstracted from particular contexts.
Clearly, managers perform both specialist / technical and general administrative 
work. The latter is sufficiently ill-defined to suggest that part of managerial 
work is determining its own boundaries. Within these fluid boundaries certain 
strands are common, if not universal.
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Different studies point to different methods for distinguishing management 
activities, performance and management tasks and outcomes. Sayles (1964) 
suggested that they are interwoven and does not try to separate them. 
Mintzberg (1975) distinguished between activities and managerial roles. Kotter
(1982) distinguished between the manager's self-defined task of network 
building and agenda setting and the manager's specific activities or behaviours.
Kotter (1982) proposed two activities that are critical to the work of general 
managers. They are agenda setting and network building. According to 
Kotter:
Agendas are "a set o f loosely connected goals and plans which 
addressed their long, medium and short run responsibilities".
Network Building involves creating a "network o f co-operative 
relationships to and among these people they felt were actively needed 
to accomplish their emerging agendas", (p.67)
With regard to agenda setting, Kotter (1982) commented, "General Managers 
always started their j obs with some knowledge of the businesses involved and 
some sense of what needed to be done with these businesses, but rarely did 
they have a very clear agenda in mind, nor many goals, strategies or plans for 
the business and organisation. During the first six months to a year they 
usually focus much of their activity on developing just an agenda; later they 
continue to update their agendas but in a less time consuming process." (p.60)
With regard to network building Kotter concluded that network building is 
most intense during the early period of managers' appointments and is central 
to the achievement of their agendas.
Stewart et al (1980) and Stewart's (1982) research into managerial work is 
linked to Kotter's (1982) findings in that her Demands, Constraints and Choices 
model resemble Kotter's management agendas. Stewart's (1982) research study
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develops the idea that managers are given a substantial amount o f choice in 
how they conduct their operations, on which functions they concentrate, and 
how they spend their time. Using a mixed methodology she studied the work 
of ninety-eight managers and drew on the work of Marshall and Stewart (1981) 
to describe managers as 'intuitive responders' in that they are not generally 
conscious o f the choices that are available to them. Mintzberg (1973) had 
viewed the managerial job as essentially 'fixed' to which the manager 
responded, Stewart saw it as fluid in nature allowing the manager to shape both 
his conduct and content. The works of Mintzberg (1973) and Stewart (1982) 
provide helpful frameworks which show that managerial work to have 
characteristics of brevity, variety and fragmentation; that is instinctive and at 
least partially reactive; that all communication is a large part o f the job and that 
this involves a development of networks of relationships; that managers like 
and use informal sources o f information; that managerial work process is highly 
political. Stewart's (1982) concepts of Demands, Constraints and Choices 
allowed for the influence of personality on the content o f the job and showed 
the nature o f jobs to be fluid, thus broadening the understanding o f the 
contextual nature o f managerial work. In addition, Stewart's (1976) work on 
contract patterns also links with Kotter's findings on networks in management.
In the hospitality industry the Gamble et al (1994) report on a study of 
hospitality manager's activities conducted in six European countries found the 
need for a more business oriented hospitality manager who can deploy financial 
skills to analyse the business and can think strategically about customer needs. 
They found that the traditional autocratic management styles are giving way to 
'team building' and 'facilitation' attributes. They also attribute this to 'Total 
Quality' aspirations which require the harnessing o f the creativity and energy of 
individuals at all levels of the organisation. The research report highlighted the 
tasks that European hospitality managers perform in relation to four broad 
themes as shown in Figure 3.1.
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Figure 3.1. Core Themes of Hospitality Management
Managing People
Managing
Organisations
Management
EfifectivnessPersonal Skills
Managing 
the Business
Source: Johns and Teare (1995)
These four themes are envisaged as mutually interlocking with a core of 
managerial effectiveness.
The Managers ' Behaviours, Social Situations and Time 
Studies in the time utilisation by managers have explored how much time 
managers spend using different types o f behaviour. Information processing, the 
gathering, understanding and evaluating information, emerges as the type of 
behaviour consuming most time. Carlson (1951) found that this took 55% of 
total time; Mintzberg (1973) found it took 40% of total time. No other type of 
behaviour was found to take more than 20% o f managers' time in these studies.
Although studies o f managerial work using observation, diary and activity 
sampling have provided only a limited insight into the behaviours used by 
managers, they have created greater appreciation o f the types o f social 
situation in which managers operate.
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Diversity of thought is also evident in studies o f how managers allocate their 
time. Stewart (1976) and Kotter (1982) examined the formal pattern of 
previously identified work elements. Stewart's (1976) study identified four 
distinct work patterns; system maintenance, system administration, project 
and mixed.
Studies by Carlson (1951) Copeman et al (1963), Horne and Lupton (1965) 
and Mintzberg (1973) have concluded that the notion of the manager as 
strategist, planner and thinker is a myth. Mintzberg's study (1976) concluded 
that even senior managers are diverted constantly by interruptions and 
capricious personal contact.
As previously stated, management is about getting things done through other 
people. This is supported in the study of work activity records obtained from 
sixty six managers by Horne and Lupton (1965) which demonstrated that 
managers spend 70-80% of their time talking at meetings with subordinates, 
supervisors, colleagues and representatives external to their organisation with 
the purpose o f giving and gaining information. This common characteristic can 
be formulated from studies focusing primarily on managers' interactions, 
communication and interpersonal activities and can be summarised as follows:
(A) Between two thirds and four fifths o f a manager's time is spent 
imparting or receiving information on face-to-face communications 
Burns (1957), Kelly (1964), Home and Lupton (1965), Mintzberg 
(1973), Stewart and Stewart (1978), Kotter (1982)
(B) This proportion varies between jobs. Dubin and Spray (1964), Stewart 
(1976).
(C) Managers spent a lot of their time communicating with managers of the 
same status. Burns (1957), Dubin and Spray (1964), Kelly (1964), 
Horne and Lupton (1965), Mintzberg (1973), Stewart (1976)
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(D) Depending on the managerial position, there is variation in the amount 
o f vertical communication taking place . Dubin and Spray (1964), Kelly 
(1964).
(E) In many cases managerial interactions involve responding to requests of 
others rather than initiating matters. Mintzberg (1973), Kotter (1982).
(F) Much o f management communication is tenuously connected to 
business matters and is informal in character. Dalton (1975), Kotter
(isw2y
There is some variation in the various studies and in their definition of 
communications, with some researchers interpreting it more widely than others.
Other studies have concentrated on the distribution of time between areas of 
responsibility. Burns (1957) showed that senior managers spent only 20% of 
their time on general management policy. Studies by Kelly (1964, and Home 
and Lupton (1965) support the contention that the bulk of managerial time is 
consumed on day-to-day operational activities.
Stewart (1967), Lawler et al (1968), in their studies, reported that managers 
spent about 30% of their time alone. Stewart (1967) commented, "amongst 
the ten managers who spent 20% or more of their time with people outside the 
company, other than with customers and suppliers, were those whose jobs were 
principally concerned with the company's external image." (P.63). Dubin and 
Spray (1964) examined how managers at three different levels in five 
organisations divided their time across nine functional areas: finance, 
production, marketing, sales, personnel, public relations, customer relations, 
research, and organisation planning. They reported that "one relationship does 
emerge: lower level executives are more likely than upper level executives in 
the same organisation to concentrate their time on a single activity" (p. 101).
This research into 'levels' o f management in organisations was further 
developed by Mintzberg (1973) when he identified ten executive roles. These 
roles can also be regarded as groups of activities which are set out in table 3.1.
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Table 3.1. Mintzberg's Ten Executive Roles
INTERPERSONAL INFORMATIVE DECISIONAL
Figure Head Monitor Entrepreneur
Leader Disseminator Disturbance Handler
Liaison Spokesperson Resource Allocation
Negotiator
Adapted from Mintzberg (1973)
Pattern o f  Managers Workload
Stewart (1982) and Kotter (1982) found managerial work to be fragmented, 
brief and varied. In terms of the influence o f managerial job level on work 
pattern, McCall, Morrison and Hannan (1978) commented that "executive 
decision making patterns, in particular, appear to be more fragmented than 
those at lower management level" (p.34).
Observation and diary studies have shown that managers work long hours. 
Carlson (1951) suggested that the long hours had many unpleasant effects; "it 
means that their opportunities to be with their families, or to see their private 
friends are severely curtailed, and it entails travelling in night trains and 
evenings and weekends spent away from home" (p.41). Carlson's findings were 
confirmed by Mintzberg (1972), and Kotter (1982) found that the average 
general manager works a 60 hour week.
The debate highlights the understanding that managerial tasks are 
interconnected, iterative and that managerial jobs are a mixture o f routine and 
innovation. Managerial jobs are also regarded as complex. The fragmented 
interaction that managers have with other people leaves them with little time on 
their own to think things through, to reflect. The research studies outlined in 
this section have explored how the managerial job variables are influenced by 
organisational and environmental variables. These variables are at the level of 
the job in the managerial hierarchy or structure and are affected by the rate of
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change o f the external environment. The effects that each o f these variables 
has on the design of managerial jobs and the managerial behaviours, that are 
thought to enhance organisational effectiveness, warrant further research and 
debate.
Roger Stuart (1978) concluded that there is no one standard description of 
managerial activity; however, each management job is characterised by a 
common core o f activity and constraints. These jobs do include choices that 
are determined by factors such as managers' perceptions o f their roles and 
priorities, the nature of the job itself and the particular work situation.
As Fletcher (1973) concluded: "management is neither art nor science nor 
skill, at base there is nothing to do. A manager is hired for what he knows other 
firms do, what he can find to do, and what he can be told to do", (p. 136).
3.2.1. Managers as Leaders
There is a strong focus on leadership in the management literature because 
management is about getting things done through others and because 
leadership studies were plagued by the use o f poor questionnaires, criteria 
measures, inadequate validation design and insufficient conceptual model 
building. However, the use of direct behaviour observation, experiential and 
longitudinal designs, objective performance data and thorough psychometric 
analysis has helped to clear a way through the confusion. With the exception 
of Vroom and Yetton Theory (1973), validation studies have cast doubt on the 
value o f the management style and leadership theories. The following 
behaviours emerge from leadership studies which appear to be related 
positively to the performance of organisations:
Listening to the needs and feelings o f staff (Ohio State, Michigan,
Harvard Leadership Studies, 1947; Bass, 1983).
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Involving subordinates in using group decision making processes (Ohio 
State, Michigan Leadership Studies, 1947), (Vroom and Yetton, 1973). 
Encouraging staff to take on extra responsibility by delegating, 
counselling and training (Michigan Leadership Studies, 1947). 
Structuring the tasks and roles of individuals and group members giving 
responsibility for group performance (Fiedler 1967, Campbell et al 
1970).
Setting high performance goals and standards (Michigan Leadership 
Studies, 1947).
Expressing complete confidence in the correctness o f one's own 
position and in one's own capabilities to be successful (Bass, 1983). 
Providing staff with new ways to conceptualise a problem or issue 
(Bass 1983).
One fundamental issue characteristic of most leadership research has been its 
preoccupation with the relationship between leaders and subordinates. 
Nevertheless, managers undertake an important range of tasks that do not 
require the direct involvement of subordinates. Glube and Margerison (1976) 
considered that a crucial element of leadership was the ability o f the manager to 
structure relationships between people so that information and resources were 
effectively employed in the achievement of tasks. It is this structuring of 
relationships that, according to the research conducted at Ohio State University 
(1947), accounts for managerial effectiveness. This successful manager /  leader 
has the ability to design work situations so that employees know what is 
expected of them. The Ohio studies show that the factor o f structure together 
with consideration accounted for over 80% o f the variation o f performance in 
managerial work.
The leadership literature offers some further insights into perceptions and 
attitudes o f managers. Mintzberg (1973) sees leadership as one possible role or 
several manager roles. The leader role is not always chosen by managers, but 
is seen as essential for effective management. Inherent characteristics and
Chapter 3 - Page 68
beliefs will determine whether individual managers assume the leadership role 
(Zaleznik, 1977). The information set out in Table 3.2. shows that leaders 
possess more development - oriented characteristics compared to the manager 
role. However, modern research on leadership has been unsuccessful in 
establishing common characteristics or traits in leaders.
Table 3.2 Comparisons of Leaders and Managers
SITUATION LEADER MANAGER
Direct Reports (people) • Followers • Subordinates
Attitude Towards Goals • Personal / Active • Impersonal /  Passive
Dealing with Conflicting 
Follower Values
• Create Excitement / 
Develop Choices
• Balance and 
Compromise
Relationships with People • Empathetic • Low Emotional 
Involvement
Identification with 
Organisations
• Low • High
Attitude towards Change • Seeks Opportunities • Conservator of 
Status Quo
Locus of Control • Internal • External
Association with 7 - S 
Framework
• Style
• Staff
• Skills
• Shared Goals
• Strategy
• Structure
• Systems
Source: Adapted from Zaleznik (1977)
Zaleznik does provide a balance to the debate when he describes a leader as 
"using power to influence the thoughts and actions o f other people by taking of 
risks and striking out in new directions" (p.34).
Leadership, then, represents one of the most popular facets o f management 
theoiy, particularly in the United States. For writers such as Tannenbaum and 
Schmidt (1958), Fiedler (1967) and Campbell et al (1970), leadership is almost 
synonymous with successful management. They focus on leader behaviour and
Chapter 3  - Page 69
subordinate performance and the extent to which the correct fit between leader 
behaviour and organisational performance impacts on subordinate performance.
Burns (1978) drew a distinction between transforming leadership and 
transactional leadership. This distinction is now used to offer a less ambiguous 
distinction between leadership and management roles. He combined task 
leadership and people leadership under the title 'leadership' when concluding 
that many organisations are 'over managed and under led'. However, Kotter 
(1988) concluded that leadership is needed not only at the top of the 
organisation, but also at all levels including even lower level managerial, 
professional and technical employees.
What is clear, as Stogdill (1974) indicated, is that leaders are usually rated as 
more effective when they score high in both initiating structure and supporting 
styles. In more recent work on styles of leader behaviour, a third dimension 
has been identified. Reddin (1981) termed this third dimension 'effectiveness'. 
This is defined as the extent to which leader behaviour is appropriate to the 
needs of the situation. Effective leaders define the factors present in the 
situation and then achieve congruence between them and their chosen style o f 
management.
In his contingency model, Fiedler (1967 ) indicated that the most appropriate 
leadership style depends on the degree of structure of the task, the amount of 
power given to the leader by virtue o f the position and the quality of 
interpersonal relationships between leaders and members. Burgoyne (1976) 
supported the contingency view in that he does not see an overall theory of 
definition o f effectiveness, only that it can be defined in terms o f particular 
managers and particular organisations.
Studies of leadership within the hospitality industry are normally linked to 
studies into managerial effectiveness, Worsfold (1987). The White research 
(1973) into the leadership approach adopted by hotel managers used an
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approach and set of leadership styles similar to Likert's (1961) System 4 
Leadership Model. White (1973) found in a study comparing management 
style in a variety o f hotels with that used in the manufacturing industry that 
employees in hotels generally prefer the more directive style compared with 
employees in manufacturing who prefer the more supportive and considering 
style.
The writings and research on leadership have consistently linked leadership and 
management and often implied that people who hold management posts are 
leaders by virtue o f that position in the company. Consequently, the research 
into managerial effectiveness is inter-linked with research into effective 
leadership. Many o f the dimensions of leader behaviour measured by 
researchers might be referred to as managerial or supervisory behaviour, 
(Bryman, 1988). Section 3.2.3. in this chapter follows this view and looks at 
the effective manager through research and writings, with reference to 
effectiveness in the management of hotels.
3.2.2. Effective M anagers
"In recent years there has been an amazing amount o f verbiage instructing 
managers on how to become 'Leading Edge', 'Excellent' or 'Innovative' - yet 
little o f it attends to the practical question o f how to actually get things done in 
organisations". (Eccles and Nohria, 1992 p. 32).
Having looked at what it is that managers do, it is now appropriate to look at 
what it is that makes them effective. Some writers such as Boyatzis (1982) 
have endeavoured to describe the common behaviours and skills exhibited by 
successful managers. Robbins (1990), has chronicled the careers o f world 
famous entrepreneurs that, while insightful and entertaining, have provided 
little real information about the entrepreneurs themselves and the 
characteristics that have contributed to their success. Best selling books, such 
as Peters and Waterman's (1982) In Search o f Excellence and Goldsmith and
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Clutterbuck's (1984) The Winning Streak give some insight into the people 
behind successful organisations. In addition to Cox and Cooper's (1988) The 
High Fivers, give more direct and usable information about the skills and 
qualities of the most successful managers. When considering factors influencing 
the effective performance of managerial work, there are few attempts to arrive 
at a comprehensive statement that captures either the purpose o f management 
or defines managerial effectiveness.
Longford (1979) concluded that "managerial effectiveness, like many of the 
concepts in the social sciences, does not lend itself easily to the often expected 
clear cut and non ambiguous definition found in the physical sciences", (p 67). 
Burgoyne (1976) considered 'effectiveness' to be about the "achievement o f the 
primary task or goal" (p 34). Hales (1986) considered effectiveness to be 
"the extent to which, what managers do, matches what they are supposed to 
do" (p. 88). He suggests that managerial effectiveness may be regarded as the 
relationship between actual and expected behaviour, and that managers have to 
meet a number o f possibly conflicting demands from a variety of'role senders'. 
He argues that most studies of managerial work are "limited by their exclusive 
focus on actual managerial behaviour rather than on the role prescription of the 
managerial job" (p. 5).
Hales (1986) writes about the application of a 'managerial wheel', a method for 
examining the role demands made on managers by defining the expectations of 
each role sender as well as the manager's own perception o f their role.
However, in the actual management of organisations, a number of variables can 
distort either o f these definitions, for example, the extent to which managers 
must achieve their primary goal through and in conjunction with others. Also, 
management is recognised as a complex and ambiguous task; often this 
ambiguity is highlighted by the absence of clear job descriptions for general 
managers; consequently, managers do what they believe they are supposed to 
do.
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Reddin (1976) took a detached but helpful view in utilising the dictionary 
definition of effectiveness, that is "that an entity is effective insofar as it 
achieved its purpose and fulfils its ftinction" (p 16). This definition presumes 
that there is a clear description of the function and purpose o f management. 
Reddin (1976) developed the 3D theory of managerial effectiveness based on 
Blake and Mouton's (1964) Managerial Grid. Through this adaptation he 
identified eight managerial styles: developer, executor, bureaucrat, benevolent 
autocrat, missionary, compromiser, deserter and autocrat. Reddin argued that 
managers should adapt their styles to the appropriate situations. He also 
considered the only realistic and unambiguous definition o f managerial 
effectiveness to be the extent to which managers achieved the output 
requirements o f their positions. Morse and Wagner (1978) took the view that 
effective managers are aware of kinds of behaviour and then choose to engage 
in those behaviours which are appropriate to the environment, the management 
job, the situation and their own preferences. Kirchoff (1977) considered 
effectiveness as the satisfying o f many goals rather than the optimising of one, 
while Drucker (1962) wrote "efficiency is doing things right, effectiveness is 
doing the right thing" (p. 12).
Campbell et al (1970) defined effective managerial job behaviour as "any set of 
managerial actions believed to be optimal for identifying, assimilating and 
utilising both internal and external resources towards sustaining, over the 
long-term, the functioning of the organisational unit for which the manager has 
some degree o f responsibility" (p.34).
Brodie and Bennett (1979) proposed a consolidated definition, namely that 
"effectiveness is a set o f relationships within the constraints imposed by the 
manager, the position, the organisation and the socio-economic environment"
(p.46). This definition acknowledges that the skills, qualities and competences 
of management are diverse and will be possessed by individuals in varying
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degrees and that the practice of management is neither scientifically specific nor 
quantifiable.
Hay (1990) suggested that there are nine core characteristics of effective 
managers and described them as orientations rather than skills and knowledge. 
These orientations are part o f the personality that can be inferred through 
observation o f behaviour, and they describe the managers' approaches to 
situations rather than the skill level exhibited. These characteristics were 
gathered in the late 1970s through a research project carried out within British 
Airways using Kelly's (1955) Repertory Grid Technique. Hay (1990) 
concluded from these characteristics that it is important that managers have the 
appropriate propensities or orientations towards ensuring that functions are 
accomplished rather than necessarily having to do it themselves. The point is 
made that managers have options with regard to delegating certain functions or 
tasks to their subordinates, whether or not the manager has appropriate 
knowledge and skill to carry out the task. Delegation is a common feature in 
management. Hay's position provides a view of effectiveness that includes 
what tasks managers actually carry out themselves and what performance 
objectives they achieve through others.
Kotter (1977) also included 'power' dimensions in the search for an 
understanding of effectiveness. His studies showed that effective managers 
maintain different types o f power over others which include: a sense of 
obligation, a belief in expertise fostering identification for itself; skilled 
managers perceive power dependencies in such situations and manipulate them. 
Their effectiveness depends on the extent to which power oriented skills match 
the dependencies within the situation.
Much has been written on the extent to which personality traits influence the 
effective performance of managers, Stogdill (1948), Gibb (1969), and 
Worsfold (1989). There are few traits that seem to distinguish effective 
managers from those of average performance. Gauquelin (1981) pointed out
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that only intelligence, through its reappearance in much of the work on 
personality traits, might be significant. This also supports the research into 
managerial roles which identified information and figures in managers'jobs; the 
ability to think, organise and handle information influences overall managerial 
effectiveness.
Earlier research into the effect of behavioural style on effective outcomes 
focused on two main styles: structuring and supporting. Structuring is 
concerned more with organising the task, while supporting is concerned more 
with people and relationships. These aspects o f style are well documented in 
the work o f Stogdill and Coons (1957), Fleishman and Harris (1962), and 
Blake and Mouton (1964).
From a study undertaken to identify dimensions used by managers to evaluate 
achievement, Karmel and Egan (1976) concluded that performance is 
multidimensional and that no single approach is sufficient to explain the 
complex constructs embodied in management or effectiveness.
There are few sector specific studies on manager effectiveness in tourism and 
hospitality. However, Umbriet and Eder (1987) studied sixty-three managers 
from three different hotel firms to determine the link between hotel manager 
behaviour and outcome measures of effectiveness. The results indicated that 
managers who changed their behaviour impact outcomes in a short time-ffame. 
Fourteen outcome measures and seven behavioural dimensions were identified 
as important in evaluating the property manager's performance as in the article.
A similar study was carried out by Sausman and Higgins (1988). They 
developed a research instrument called 'Management Effectiveness Analysis' 
(MEA). The MEA was designed as a diagnostic tool to determine 
management effectiveness in client organisations within the hospitality industry. 
The MEA is based on the premise that managers influence the behaviour of 
others so that they contribute to organisational success.
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In Sausman and Higgins work, more than 400 hotel managers across the 
United States were given a questionnaire to diagnose their behaviour in six 
functions that all managers perform. Their behaviour was then measured 
according to the characteristics associated with the six functions. The study 
concluded that effective managers are significantly more balanced in their 
approach to problem analysis and solution than their less effective counterparts. 
Effective managers balance between conservative and innovative orientations, 
and they have an equal receptivity to engage in solutions that are innovative, 
creative and not previously tested. In addition, the researchers found that the 
effective profile demonstrated a tendency towards strategic planning and 
analysis significantly greater than that of their less effective counterparts.
Sausmann and Higgins (1988) suggested that highly effective managers 
demonstrate a lower need for stability and security; they are more prepared to 
take on risk and have a greater degree of self-confidence in their capacity to 
take risks and to be successful.
Finally, the review of the effective manager in this section highlights the fact 
that the term 'managerial effectiveness' can be shown to have distinct and 
separate meanings, such as:
♦ Effectiveness is the degree of the congruence between actual and 
expected practices and performance.
♦ Effectiveness is the degree of fit between behaviour and activities on the 
one hand and functions on the other.
♦ Effectiveness is the success of managers not only in their work, but in 
the work of others.
♦ Effectiveness is the individual manager, the management team or the 
organisation's 'management' as a whole.
The next section focuses on the nature of management within the tourism and 
hospitality industry.
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3.3. The Nature of Management in the Tourism and Hospitality 
Industry
Today's tourism and hospitality industry shares important features with other 
business interests and faces the same general problems of management. It is 
part o f a modern revolution in the growth of the service industries. Research 
and writings on management in either tourism or hospitality suggest that the 
sector is unique and that to be effective a particular management style and set 
o f abilities is required. (Mullins, 1989, Umbreit, 1986). Hales (1993) 
highlighted the point when he stated that "the observation that managerial work 
varies in different organisational contexts is something of a commonplace in the 
management literature. The nature of the relationship between the two is often 
only alluded to, however, rather than convincingly demonstrated" (p.231). The 
significant contributions and studies by Ley (1978) Amaldo (1981), Ferguson 
and Berger (1984), Worsfold (1987), Baum (1988), Guerrier and Lockwood 
(1990), Dann (1990), Jones (1991), Hales (1993), and Mullins (1993), 
focused on the activities and tasks of managers in the hotel, catering and 
tourism industry.
One of the earliest studies on managers in the hotel industry was carried out by 
Nailon (1968). He concentrated mainly on time usage and contact patterns, 
comparing the results of a diary method study used on a small sample of hotel 
general managers with the results of similar studies in the general management 
literature. The study showed managers spending more time with customers, 
more time on external activities, less time in their offices, and less time in 
personal interactions than their counterparts in other industries. They spent 
substantial amounts o f time on supervision. Nailon (1968) summarised the 
work of general managers as "being engaged in a continuous monitoring of 
their unit through fleeting contacts and frequent movement about their 
establishment", (p.22 ).
Koureas and Posner (1987) largely repeated Nailon's work and came to much 
the same conclusions, with the exception o f finding less time being spent on
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supervision. They also found that allocation of time, interactions and activities 
varied with the type of hotel or business.
Ley (1978) conducted a similar diary study of seven hotel general managers, 
adding observations about the purpose of the activity. He applied the data to 
Mintzberg's ten roles, and by consulting senior management about the relative 
effectiveness of the managers found that managers who concentrated on the 
entrepreneurial role tended to be seen as more effective. Ley found that the job 
was "rapid in pace, having many interruptions, being one o f action rather than 
reflection and concerned with verbal rather than the written media", (p.46)
Ferguson and Berger (1984) also used Mintzberg's methodology to conduct a 
structured survey of nine restaurant managers over five days. The researchers 
had difficulty applying the methodology, indicating that they found the 
definitions of the roles 'neither exhaustive nor mutually exclusive'. They found 
that managers averaged 86 contacts per day, compared with 52 in Mintzberg's 
research. "In general, their restaurant managers spent less time at their desks, 
more time on the telephone, had many more unscheduled meetings and many 
less scheduled meetings than did the general managers in Mintzberg's study".
(p.22)
Arnaldo (1981) conducted a postal survey o f 194 general managers of 
American hotels. A significant aspect of the research was that he asked those 
surveyed to rate the importance of, and the time consumed by, each of 
Mintzberg's roles. Despite methodological problems with this approach, the 
results suggest that the leader role was perceived as the most important and 
time consuming.
Shortt (1989) also built on the Mintzberg framework when he explored the 
work of hotel managers in Northern Ireland. Shortt made the point that the 
managers of the hospitality industry probably require a theory that can only be 
developed within the context o f the industry. In essence, he took Mintzberg's
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(1973) assertion that managers'jobs are remarkably alike and stated that the 
assertion needs to be tested within the context o f hospitality management. In 
his study Shortt used the Managerial Work Survey instrument developed by 
McCall (1980). Shortt suggested that the following hypothesis might be drawn 
from his study: managers in large organisations emphasise different roles from 
managers in small organisations; managers engaged in catering activities in 
public sector organisations emphasise different roles from those in hotel 
chains, and the organisation's technology and environment are variables likely 
to influence the performance of managerial roles.
Hales and Nightingale (1986) and Hales (1987) referred to elements of the 
same research project. They covered six organisations from different sectors of 
the hospitality industry, identifying sets of roles, and identifying the strength of 
managerial expectations for each role. The role set was found to vary 
depending on whether the organisation was in the commercial or the 
institutional sector of the industry. Among the conclusions were:
♦ Managers' interpretations of the role set often differed from 
expectations.
♦ Some expectations, such as maintaining organisational standards, 
monitoring customer satisfaction, controlling costs and stock and 
staffing issues were generally important.
♦ Managers had many conflicting role expectations.
♦ Demands lay in administration, organisation and entrepreneurship and 
marketing.
Also, the research study indicated that "the character o f unit management is 
determined at least as much by the scientific nature o f what is being managed, 
as by the characteristics of the management process in general" (p. 32). 
Consequently, the role of a hospital catering unit manager is much more 
ambiguous, subject to many more conflicting demands and therefore much 
more political than that o f the unit manager in a restaurant chain.
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Nebel (1993) examined the challenges of the hotel managers'jobs. He 
indicated that the demands of the hotel managers'jobs affect the kinds of 
personal relationships they need to develop and the managerial roles they must 
play in order to be effective. His work is organised around two approaches to 
understanding management's work;
♦ Kotter's job demands and relationship demands as they effect executive 
behaviour and
♦ Mintzberg's Ten Separate Work Roles for Managers.
A summary o f the model developed by Nebel is set out in Table 3.3 which lists 
the key managerial job and key relationship demands according to a short run, 
intermediate run or long run time-frame.
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Table 3.3 Key Managerial Job and Key Relationship Demands 
by Time-Frame
TIME-FRAME KEY JOB DEMANDS KEY RELATIONSHIP 
DEMANDS
SHORT RUN
Day to day operational control of 
service.
Revenue and costs.
Intense profit and service quality 
pressures.
Downward internal 
communication within hotel 
with subordinates
INTERMEDIATE
RUN
Develop and train subordinates.
Adapt service strategy to meet 
changing external conditions.
Develop management systems and 
build organisational structures.
Downward internal 
communications.
Lateral communications with 
external environment.
Upward communications with 
corporate and owners.
LONG RUN
Set basic service strategy. 
Maintain physical plant. 
Develop organisational stability.
Upward communications with 
corporate and owners.
Lateral communications with 
external environment.
Downward communications to 
further organisational stability.
Source: Nebel (1993)
Peacock (1995), through a telephone survey o f two hundred hospitality 
managers, developed a seven point classification model o f success. The 
majority of the managers defined success in financial terms. A number of 
managers cited volume of repeat business as a measure of success, and others 
defined success in terms of operational efficiency. The remaining factors in the 
model included the quality of staff supervision, reaction from supervisors and 
internal relations.
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This section has focused on management research in the hospitality industiy, 
concentrating primarily on research studies at unit or team level. There is 
limited research data on studies o f managers industry-wide in Ireland or at 
international level. Some notable exceptions, however, are studies carried out 
by CERT (1987) and (1994) on managers in Ireland, and the HCIMA / 
University o f Surrey /  FORCE (1994) on hospitality managers in Europe.
CERT's research focus on hotel managers in Ireland was to examine the 
structure o f hotel management in the Republic, to assess the scope and content 
of managerial tasks and to examine their relationship to educational and 
training needs. The research methodology o f the CERT study combined 
collecting both qualitative and quantitative data about managers and 
management in Irish hotels. The population sample represented just over 10% 
of the total number of hotels in the Republic. A total o f 120 managers, 
representative of all grades of hotels, were subjected to extended in-depth 
interviews to build a comprehensive picture o f career development paths, 
training, aspirations, functions, responsibilities, spheres of activity and 
prioritisation of time. In addition, a sample o f managers were asked to 
complete detailed time /budget diaries for a specified time period so that a clear 
picture of working patterns and focus could be established.
The data generated by the study was examined by researchers and a panel of 
experts drawn from the hotel, manufacturing and industrial sectors, in addition 
to academics from leading business and hotel schools. The research highlighted 
the strong operational focus of management careers and that management 
positions are rarely attained without substantial experience at a level for which 
a considerably lower level of training is normally expected. This operational 
focus on the job of the Irish hotel manager was supported by the analysis of the 
way managers allocated their time. The study also revealed that the body of 
knowledge perceived to be a requisite for effective management is limited and 
underdeveloped in its application. Managers o f hotels in Ireland perceived their
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jobs to be unique in terms of product, customer, staff requirement and 
management style. This perceived insularity might translate into a failure to 
perceive business and product development in relation to or in competition 
with other food and leisure sectors. The narrow focus o f the role o f the 
manager highlighted in the CERT study supports the research findings of 
White (1973), who identified an autocratic management style prevailing in the 
hotel industry. He recommended a move towards a more consultative 
approach.
Guerrier and Lockwood (1989) distinguished between managers who take an 
operational perspective and those who take a business perspective to their 
work. The operational perspective is characterised by day to day problems, 
delivering the product, short-time horizons, and very little planning. They 
define the business view as being concerned with thinking in strategic terms, 
and ways of maintaining and developing the business. This leads to a market 
orientation rather than a product orientation. They conclude that the way in 
which managers are presently trained and developed acts to reinforce an 
operational perspective not a business perspective. Worsfold (1989) in a study 
of leadership and managerial effectiveness in the hospitality industry, 
interviewed thirty-one general managers in a UK hotel group. Semi-structured 
interviews were used and a leadership opinion questionnaire (LOQ) was 
applied. Those with a high mean score for 'consideration' and 'initiating 
structure' are likely to become involved in implementing decisions, product 
development, and influence the level of skill developed by their subordinates.
All managers in the study identified the need to take risks as part o f hospitality 
management. However, the study also identified a conflict for managers 
working in a personality intensive industry, with the requirement to establish a 
rigid set o f rules and regulations for the maintenance o f order and standards. 
This conflict may be resolved by effective managers using a combination of 
'decision centralisation' and 'initiating structure', both o f which are acceptable 
because of the high levels o f consideration.
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Transnational studies of hospitality managers by Laurent (1986), Fukada 
(1988), Shortt (1989) highlighted the impact o f culture on the styles, values 
and beliefs o f managers in different countries. This focus on the 
transnationality of hospitality management and the skills and knowledge profile 
o f managers in the industry provided the background for the Hotel Catering 
and Institute Management Association (HCIMA) in 1992 to commission the 
University o f Surrey to undertake a major research project that was funded 
through FORCE. The project sought to identify and examine the changes 
taking place in hospitality management skill and knowledge needs in Europe. 
This study followed an earlier study which was also commissioned by the 
HCIMA. In this study, Johnson (1977) developed a body o f professional 
knowledge in hotel, catering and institutional service which has been updated 
and reviewed regularly. The HCIMA (1994) research study was conducted 
across Europe and involved managers in Germany, France, Holland, Ireland 
and the UK. The managers came from a range of sectors and from enterprises 
of various sizes. The survey results (1994) provided valuable guidelines for the 
European hospitality industry in:
the selection and recruitment of managers for the future 
the provision of management training and education and 
a strategy for the continuing professional development for managers.
In comparison with the CERT studies (1987, 1994), the HCIMA (1994) study 
highlighted the fact that managers are becoming more business orientated. 
Associated with this trend is the move towards more general and less specialist 
managers, who in the future will have an appreciation of, rather than expertise 
in, areas such as food and beverage operation. In line with this change, the 
skills and knowledge that emerge as being most significant for the hospitality 
managers in the future are those associated with business management; thus, 
because the skills are transferable, the career mobility that has always been a 
significant feature of jobs in tourism may increase. The HCIMA (1994) study 
revealed that there is unlikely to be a significant difference between the skills 
and knowledge required by managers in the hospitality industry across Europe. 
This trend may reinforce the traditional view that managers in the hospitality
Chapter 3  -  Page 84
industry connect their career to the occupation rather than to the job, Worsfold 
(1987) Guerrier (1987), Riley and Turam (1989), and that the 'mine host' role 
may still be very much part o f the profile of the manager in the small to medium 
sized establishment (CERT, 1987).
Finally, in seeking to identify the key managerial skills o f the successful 
hospitality manager, the works of Albert Elovic provide the inspiration for a 
final quote: "The hotelier must have the diplomacy of a Kissinger, the social 
grace of the Queen Mother, the speed of a Concorde, the smile o f a Greek 
God, the patience of a saint, the memory of an elephant, the thick skin of a 
rhinoceros, the strength o f an Atlas, the staying power o f a mother-in-law, the 
fitness of a centre forward, the grooming of a duke, the voice of an Olivier, the 
eye for profit o f a Vestey, and last but not least the hotelier must have a love of 
humanity: for humans show their worst side when they are tired and hungry".
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3.4 Conclusion
This chapter examined the nature of management by considering some of the 
issues that are currently under discussion in the literature, with particular 
emphasis on management effectiveness and management in the tourism and 
hospitality industry. The review provides a foundation for the empirical 
research on these topics as part of this study.
There is a significant body of knowledge on management and management 
practice in organisations; however, few of the studies and writings are specific 
to the tourism and hospitality industries. Therefore, despite the contributions 
made by managers to their organisations to date, little is known about the 
behaviour and individual characteristics of such managers.
The review of the literature reflects three separate but interrelated areas of 
difficulty. First, there is the problem of diversity in the research findings; 
second, there is the problem of interpreting managers' behaviours, and third, 
there is the problem of the extent to which exclusively managerial work has 
been identified. The difficulty of interpretation is affected by:
the variation in jobs designated 'managerial' and how the researchers' 
choice of job influences the nature of the findings, and 
the diversity of evidence reflecting the nature o f the process and 
methodology used to guide the research.
This overview of research and writings in management outlined in this chapter 
illustrates the alternative ways of thinking about management, in terms o f roles, 
teams, lists of research attributes and in terms of single concepts such as 
leadership or decision-making. In addition, the review highlights three central 
problems which researchers and practitioners should bear in mind. They are: 
There is no methodology for translating activities or functions into 
general skills or attributes.
In reality managerial work is diverse, fragmented and variable.
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Criteria correlating with successful managers today may not produce
the best managers for tomorrow.
The process o f comparing research studies highlights the change in focus or in 
the choice o f categories employed. While it may be unreasonable to demand 
consistency o f findings, it is reasonable to demand consistent categories and 
concepts. Stewart (1982) suggested that such confusion makes it difficult to 
ascertain whether variation in managerial work is between jobs, across common 
dimensions and processes, or in the dimensions or processes themselves. In 
addition, the 'shifting' categories in the studies makes it difficult to compare and 
contrast findings.
That management has been analysed in such a diverse manner indicates not 
only the differing interest and agendas of the researchers but also the 
susceptibility of the field to such diverse analysis. This susceptibility does not 
appear to be perceived as a difficulty by researchers. Some studies have raised 
the issue o f the diversity o f managerial work; however, the nature o f the 
management fonction and how that resolves into variable managerial work has 
not been folly accounted for.
The literature suggests that management is concerned with more than just 
putting things right and maintaining the system, it is concerned with bringing 
about change and improvement.
In conclusion, there are problems areas in the published research on 
managerial work. They are: (1) the plethora o f categories for describing the 
phenomenon; (2) the difficulty of judging the appropriateness o f the behaviour 
identified, and (3) the problem of whether the work is exclusively 'managerial'. 
In addition, as previously stated, to date there is little research data on 
managers in the tourism and hospitality industry. However, as Guerrier and 
Lockwood (1989) indicated "it is encouraging that researchers into hospitality 
management are increasingly drawing on the general management literature, at 
the same time that researchers in general management are showing some 
interest in hospitality", (p. 15)
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4.1. Introduction to Literature on Competences in Modern
Management
This chapter provides a review of selected literature and research studies on 
competences in modern management. It traces the evolution of the competency 
movement and focuses on its development and application in the USA and 
Great Britain. A range of models and frameworks are presented and their 
application, particularly in the tourism and hospitality industries is explored.
Recently management has been identified as a profession in which the 
competence concept has a high degree of relevance. However, managerial 
competences remain the contested concept. Therefore, confusion may exist 
about three critical issues;
1. Whether or not it is appropriate to refer to generic or specific 
competences.
2. What the appropriate balance is between job and personal competences.
3. What relative emphasis should be given to input, process and output 
models o f competence.
In the field o f management learning the competence based approach has a 
number of advantages. The primary one is that the process may provide for a 
closer relationship between theory and the workplace and help to translate 
experiences into improved working practices.
As stated in chapter one, a key outcome of this study is a competence profile of 
general managers in effective hotels. The issues raised in the chapter influence 
and direct this process.
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4.2. The Management Competence Movement
Before discussing the evolution of the management competence movement, it is 
worthwhile examining the recent emergence o f the organisation 'core 
competence' concept which has primarily been attributed to Prahalad and 
Hamel (1990). They wrote that the future success of organisations depends on 
developing products on the basis of differential advantage in core competences. 
There is some linkage between the organisational core competence concept and 
the management competence debate, particularly that associated with the 
competence movement in the USA. Both competences are concerned with 
having underlying reservoirs o f potential which address specific opportunities, 
in the case o f organisations and challenges and decisions in the case of 
management. Selznick (1957) was one of the first people to use the term 
'competencies' when he described distinctive competences as the leadership 
capabilities that were responsible for transforming a public organisation into a 
successful operation. McClelland (1983), referring to his earlier paper (1973) 
claimed that his study was "credited or blamed for launching the competency 
movement in psychology" (p.3).
The term appears to have emerged in the United States prior to being 
transferred to other, primarily Anglo-Saxon countries. Burgoyne (1993) noted 
"from the international perspective the competence movement is patchy, the 
most obvious hypothesis being that it is somehow associated with Anglo / 
American cultures. Direct equivalents cannot really be found in Japan and 
Germany or the growth economies the Pacific rim", (p. 11).
Furthermore, the process o f transfer seems to have caused an adaptation of the 
concept. Before tracing the evolution o f the concept it is useful to note the 
current major divergence in the use of the term.
In the United States competence tends to be defined in behavioural terms and is 
spelled 'competencies'. These 'competencies' are described as a set o f
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behaviour patterns that the incumbent needs to bring to a position in order to 
perform its tasks and functions with competence. (Woodruffe, 1992).
In Great Britain the spelling is 'competences'. According to Fletcher (1991), 
competence is achieved when an individual can consistently perform work 
activities to the standards required in employment over a range of contexts or 
conditions.
Boyatzis (1982) used the term 'competency' rather than competence. While the 
distinction between the terms is a useful one - competency being associated 
with process models and competence referring to outputs models, i.e. a specific 
job. The precision of the terms has over time reduced, and there is a tendency 
to use them interchangeably. In this chapter and throughout this thesis the 
word competence will be used except where the word is referenced to a 
quotation, or to an individual theorist or organisation. This section on the 
competence movement continues with a review of its development in both the 
United States and Great Britain.
By way o f background and introduction, it is useful to consider the views of 
Finn (1993) who drew attention to the different definitions o f competence 
which are in current use in Great Britain and the United States. This diversity 
of opinion has lead to a variety of conflicting models and frameworks being 
developed.
While, as stated earlier, in the United States the emphasis is on behaviour, in 
Great Britain the conventional view is that competence is related to the 
consistent performance of activities to the standards required within a range of 
contexts and conditions. Finn (1993) summarised the position when he stated 
that in the United States competences focus on roles rather than jobs, whilst in 
Great Britain competence stems from jobs not roles.
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4.2.1. The Management Competence Movement in the United States
McClelland (1993) described the 1970s work of McBer and Associates for the 
US State Department which was designed to select junior Foreign Service 
Information Officers. Subsequently, McBer and Associates were invited by the 
American Management Association (AMA) to determine generic management 
competencies. It was the results of this study that formed the basis for Boyatzis' 
(1982) contribution to the development of the debate. He defined 
competencies as "characteristics that are causally related to effective and/or 
superior performance in a job" (p.3 9).
This definition followed from the work by Klemp (1980) who defined 
competence as "an underlying characteristic o f a person which results in 
effective and or superior performance in the job" (p. 16). Spencer and Spencer 
(1993) have strengthened the Boyatzis definition, to read, "a competence is an 
underlying characteristic of an individual that is causally related to criterion/ 
referenced effective and/or superior performance in a job situation" (p.9). They 
used the term 'causally related' to mean that "a competence causes or predicts 
behaviour and performance" (p.9). 'Criterion referenced' is used to mean that 
the "competency actually predicts who does something well or poorly as 
measured on a specific criterion or standard" (p.9).
Figure 4.1. A Model of Effective Job Performance shows that Boyatzis (1982) 
saw the use of the term 'job competence' as causing effective specific actions or 
behaviours in specific jobs and organisational environments.
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Figure 4.1 A Model of Effective Job Performance
Individual's
Competencies
Job's
Demands
Effective 
Specific 
Actions or 
Behavioum
Organisational
Environment
Source: Boyatzis (1982) p. 13.
The fact that people have the ability to perform does not necessarily mean that 
they would therefore apply that competence in the workplace. Other factors 
may inhibit that application; for example, an individual's opportunity to perform 
may be restricted by the organisation's environment.
Similarly, an organisational culture that discourages risk taking may limit 
managers' incentives to try out new ideas. There may be other reasons why 
managers may not choose to use the full range o f competencies in their jobs. 
Perhaps they are in conflict with the organisation in some way or simply wish 
to work to the minimum required standard. Boyatzis (1982) identified through 
his research a total o f eighteen competencies which he grouped into five 
clusters. He used the term Job Competency as something which causes 
effective specific actions or behaviours in specific jobs and organisation 
environments. Boyatzis (1982) made the point that these are related to
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effective and/or superior performance. He specifically distinguished these 
competencies from what he terms "threshold competencies" which he describes 
as: "A threshold competency is a person's generic knowledge, motive, trait, 
self-image, social role or skills which are essential to performing a job, but not 
causally related to superior job performance", (p.23). The competency model 
devised by Boyatzis (1982) is outlined in Appendix 3.
Spencer and Spencer (1993) referred to the Boyatzis Model as 'differentiating 
competences' and highlight the impact of competences in terms of a causal 
flow. They make the simple distinction that some levels of competence are 
hidden, such as self-concept, trait and motives. Others, in so far as observation 
of behaviour can confirm them, are visible, such as skills and knowledge,. They 
define these five types of competence characteristics as follows:
1. Self-concept - a person's attitudes, values or self-image.
2. Traits - physical characteristics and consistent responses to situations or 
information.
3. Motives - things that a person consistently thinks about or wants that 
cause action.
4. Skills - the ability to perform a certain physical or mental task.
5. Knowledge - information a person has in specific content areas.
Figure 4.2. outlines the Competency Causal Flow model developed by Spencer 
and Spencer (1993).
Figure 4.2. Competency Causal Flow Model
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INTENT ACTION OUTCOME
PERSONAL BEHAVIOUR JOB
CHARACTERISTICS PERFORMANCE
Motive Skill and Knowledge Professionalism
Trait
Self-Concept
Knowledge
Adapted form Spencer & Spencer (1993) p. 13
These characteristics are similar to the levels described by Boyatzis (1982) with 
the exception that he puts social role at the same level as self-concept and 
described it as follows, "social role refers to a person's perception of a set of 
social norms for behaviour that are acceptable and appropriate in the social 
groups or organisations to which he or she belongs", (p.30).
4.2.2. The M anagem ent Competence M ovement in G reat Britain
In reviewing the competence movement in the British context, it is as well to 
distinguish two distinct but related issues. First, there has been a general 
competence movement for all jobs in Great Britain which is centred on 
National Vocational Qualifications (NVQ). Second, there has been a parallel 
debate on the specific state o f British management education and training.
Both debates highlight advantages; however, writers such as Burgoyne (1989) 
noted a disadvantage, which has been about applying a methodology more 
suited to jobs with routine or relatively prescribed outputs to management jobs.
In the 1980s a series of reports criticising the standard of management and level 
of management development were published. The significant authors were
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Mangham and Silver (1986), Constable and McCormick (1987), Handy et al 
(1987) and the Council for Management Education and Development resulting 
in the Management Charter Initiative (1988). Each of these will now be 
referred to briefly.
Mangham and Silver (1986)
The Economic and Social Research Council and the Department of Trade and 
Industiy instigated a report conducted by Mangham and Silver on the desirable 
skills and training necessary for managers. The study was questionnaire-based 
and involved 2,500 respondents with follow up interviews in about 250 cases. 
One issue that emerged was a lack of connection between management training 
terminology and the everyday practical lives o f managers. The authors quote a 
respondent; "To be honest with you, I don't know what I am talking about.
For years I've gone along with notions such as leadership, motivation and the 
like, but when I reflect upon such terms I have to acknowledge that they mean 
next to nothing to me .... " (p. 5).
A further issue was that the majority o f companies in Great Britain saw little or 
no connection between performance and management training, because of the 
low levels o f expenditure on the activity.
The thrust o f the authors' conclusions was that existing practice showed, "an 
inability to specify with any degree of precision what are the qualities, 
attributes and skills of effective managers." (p. 8). On the other hand,
Mangham was convinced that the Boyatzis (1982) approach represented a 
starting point for bringing management development into line with international 
standards.
Constable and McCormick (1987) and Handy et al (1987)
The work of Constable and McCormick was published in a report entitled "The 
Making of British Managers". In parallel. Handy et al (1987) provided an
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international complement to their work by examining processes by which other 
countries developed their managers.
A number o f conclusions emerged from this work:
It is possible to 'make managers'. This was an important conclusion 
indicating that if the proper development steps were taken, it was 
possible to effect an improvement in managers.
It is not possible to simply transfer best practice from competitor 
nations as substantive cultural differences in development approaches
exist. "Each society grows its managers in different w ays It is a
total process, starting with early schooling, a process which the French 
accurately call 'formation'." (Handy et al, 1987, p.2).
Handy also concluded that the British system of management development, 
education and training was poorly organised, under resourced and bereft of 
sustained cultural and political support from significant segments of British 
society.
Management Charter Initiative (MCI)
Following Constable and McCormick's (1987) report, the Council for 
Management Education and Development, backed by the British Institute of 
Management, and the Confederation of British Industry reviewed its options. 
Because no existing body could respond to the findings in a way that was 
required, the Management Charter Initiative was launched in 1988; its council 
became the National Forum for Management Education and Development.
The National Forum recognised that management education needed to be 
firmly based on what managers need in the workplace rather than what 
academic studies are offered. Frank (1991 p.4) set out its activities, which 
were threefold:
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"through the Management Charter Initiative, to increase employer 
awareness of management development issues and to stimulate a 
commitment to good practice
to bring coherence and clarity to the mass of existing education and 
development opportunities, by setting guidelines for qualifications at 
junior, middle and senior levels, with which existing and future courses 
can be aligned
to develop and keep under review standards, based on specific 
competences, that managers should meet at all levels from supervisory 
management upwards."
While the thinking on competences emerged from the US movement, it is 
apparent that the reference above (Frank, 1991) differs from those of Boyatzis 
(1982). The difference is that the MCI definition focuses on outputs and does 
not specify the degree of effectiveness.
Much o f the debate which MCI has generated has focused on the claims of 
MCI to be applicable to all managers in all organisations. The problems 
associated with producing generic lists o f competences has been raised by a 
number o f writers: Burgoyne (1989), Canning (1990), Ashworth and Saxton 
(1990), Collins (1991). These writers have pointed to the differences that exist 
between organisations and between managerial jobs and conclude that no one 
list can be applied to all. It is useful at this stage to outline the definition the 
competence as used by the MCI, "competence is the ability to perform whole 
work roles to the standards expected in employment and in real work 
environments". This definition of competence implies that managers are either 
competent or not competent. Underwood (1989) addressed the philosophical 
issues of purpose, values and ethics of these new competent managers and 
suggested that the debate should move on from emphasis on adequacy, fitness 
and excellence to reflect on 'what is management for' and how do its products 
affect the well being of the planet.
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The absence of reference to these moral, ethical and ideological aspects of 
management in the current competence debate in Great Britain is addressed in 
Burgoyne's (1989) list of eight problems that competency based schemes must 
face up to, as follows; divisibility of competence, objective technical 
measurability, universality, the nature o f managing, the many right ways to 
manage, the competent person, collective competence, and the moral, ethical 
and political aspects o f management. The list highlights the inappropriateness 
o f the universal mechanistic differentiated list o f managerial competences and 
the emerging approach to managerial qualifications. Instead, Burgoyne, 
proposed the use of the creative rather than the technical professionals as the 
basic model for turning management into a profession. This centred on the 
concept o f the managerial portfolio and the individual's personal record of 
achievements and experiences. Such an approach to certification of 
management emphasises the portrayal o f the qualitative nature o f a given 
manager's abilities rather than on a claim to the achievement o f some absolute 
and universal standards. Portfolio approach proposed by Burgoyne (1989) 
would keep entry into the managerial profession "open and flexible but 
rigorous" (p.3). He also supported the holistic nature of management and the 
need to see how competences relate to persons not just when they are in the 
role of the manager. Consequently, he sees the universal, mechanistic, 
differentiated list o f managerial competences as being inappropriate.
Finally, while acknowledging limitation in the approach, Henderson (1994) 
found the MCI model was a practical starting point for management 
development. He provided a framework, however limited, o f managers. It 
provided a method by which a systematic assessment of managers' abilities and 
competences can be conducted, in a manner which allows both independent 
scrutiny and the recognition of the results. Overall the methods and techniques 
used to create the Management Charter Initiative constrain the output and the 
ultimate list of competences wither by struggling through a process or by 
misunderstanding the epistemological foundation o f the phenomenological 
techniques.
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4.3. Competence Models and Frameworks
Boyatzis (1982) and Spencer and Spencer (1993) represented the McBer 
Consultancy thinking in terms o f competency. Schroder (1989) is well known 
for his work on 'high performance' managerial competencies. He developed his 
Model o f Managerial Effectiveness shown in Figure 4.3.
Figure 4.3. Model of Managerial Effectiveness
Work Content
(1) External Environment
(2) Internal Environment
Managerial Behaviour
Basic Competences
More specialized, technical /  functional skilils 
High Performance Competences 
More generalized and transferable personal 
effectiveness skiiis
Feedback
Management Development
Training Programmes 
To develop basic com petences
Competency-based Management Development Programmes 
To develop high performance com petences
Individual Characteristics
Knowledge
Abilities
Motivation
Values
Styles
Outcomes
General Criteria 
SpeciTic Criteria
Feedback
Source: Schroder (1989)
A review of the model reveals his identification of different levels of 
competence. His approach linked managerial competence directly with 
organisational performance and also described three classes o f competence: 
entry level, basic and high performance.
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Entry Level
These are the abilities and skills that entry level personnel bring to the 
organisation. They are illustrated under Individual Characteristics in his 
model and include knowledge of the industry, motivation at work and 
basic technical skills.
♦ Basic
These competences are defined by the knowledge and skills needed to 
perform the jobs or functions of managing. They represent personal 
effectiveness skills which are more task related. They include planning, 
organising, controlling, developing and interacting. Some relate to 
traditional definitions of management.
♦ High Performance
These are defined as "a relatively stable set o f behaviours which 
produce significantly superior work group performances in more 
complex organisational environments", (p.22).
In Schroder's model the differentiation between basic and high performing 
competences is similar to Burgoyne and Stuart's (1976) model of meta-skills 
and knowledge. In addition, Schroder's (1989) high performance competences 
drew heavily on the work of Boyatzis (1982). Schroder also made the 
observation that such high performance competences will be most important in 
their effect on performance in more complex organisation environments, 
particularly in upper level positions where uncertainty and complexity are 
highest.
Finn (1993) proposed the 'transformational competence' model which 
incorporated three basic models of competence used to identify and describe 
the capabilities required of managers. There are input, process and outcome 
models, specifically;
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♦ Input Models
These relate to the traditional model o f management education. There
is an assumption that knowledge is an important prerequisite for 
success. There is an assumption that what a person brings to the job is 
adequate for them to undertake the job effectively. In some respects, 
input competences describe an expectation rather than a competence in 
that they are a statement o f what a person says they can do, rather than 
a test o f what they are able to achieve.
♦ Process Models
These describe individual behavioural characteristics and attributes
people use in their work as a managers. In contrast to the outcome 
models, the focus is on behaviours that contribute to actions.
♦ Outcome Models
These concentrate on managers’ capabilities to achieve outcomes in
their jobs. They are an ability to perform a task satisfactorily when the 
tasks are defined and the criteria or standards of success have been 
clearly defined, too.
Assuming that there is, as MCI claim, a generic list o f competences, this would 
also imply that there is a generic language o f competence which is acceptable 
to all. As a consequence, managers will need to be able to define competence 
in a similar way. A study carried out by Hirsch and Bevan (1988) looked at the 
way language was used to describe skills in different organisations. They found 
that a variety of'skill languages' were used. Although there appeared to be 
clusters of skill groupings there was no common language between 
organisations.
Many organisations have rejected 'generic' models of managerial competence in 
favour of their own organisation-specific models. By making the models more
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organisation-specific, they are as lies (1994) stated; "more expressive of the 
language, culture and situation of the organization", (p.9).
Greatrex and Philips (1989) in recounting the BP experience also noted that 
competence-based approaches were part of an evolution o f management 
development and as such must be set in the context o f the organisation's 
previous experience, "It becomes even clearer that the history of assessment in 
BP cannot be ignored. As with Cadbury's experience (Glaze, 1989) these 
things tend to evolve in organizations and one tends to need to build on past 
experience rather than take the attitude; 'If I were you I wouldn't start from 
here'." (p.36). However, he later confirmed lies' (1994) thoughts on language 
when he considered the list o f competences developed by BP (Appendix 4).
"So far, so what? These could be the universal requirements of any competent 
managers. If  they are compared with other classification systems, such as 
Boyatzis or Schroder, or with other related instruments such as the 
occupational personality questiormaire, they are fundamentally no different 
except for one crucial point. This is that the behaviours listed within the 
clusters are cultural artefacts of the BP organization and expressed in terms of 
the language of the organiszation." (p.3 8).
Glaze (1989) in describing the Cadbury experience also noted the evolutionary 
nature o f competence language and ideas within the context o f historic 
management development practices. Again, he stressed the value o f their own 
terminology; "(We have) reorganised the resulting fifty (competences) into our 
own framework o f six clusters, which we feel is more useful for our managers 
and more easily understood by then." (p.44). Cadbury's list o f competences is 
included in Appendix 4.
Cockerill (1989), in his study of National Westminster Bank, highlighted their 
need to have a competence approach suitable for a more dynamic environment. 
In common with Jacobs (1989) and Canning (1990) he noted the fundamental
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differences between stable and dynamic environments, and organic and 
mechanistic structures in organisations. Faced with an expectation of a more 
turbulent environment, NatWest had difficulty relating to the more traditional 
competence approaches o f MCI. However, instead of abandoning the 
competence approach, they built on Schroder's (1989) work which, as we have 
seen earlier, set out high performance managerial competences which were 
found to be suitable in dynamic environments. Cockerill's (1989) listing is 
shown in Appendix 5.
Central to the debate on generic competences is the issue that they fail to take 
into account the organisational context. The context is different in each 
organisation; therefore, the list o f competences needed to suit the organisation 
will be different. This differential may also apply to the size of the organisation 
and the type of sectors.
Boam and Sparrow (1992) sought to relate competence not to a specific 
organisation but to business life cycles and business environments. They 
referred to competences as having "life cycles". Some were emerging with 
limited relevance at present but expected to be significant in the future. Some 
are maturing and so are likely to become less relevant in the future. Still others 
are transitional, such as those relevant to the early stages of a new venture but 
perhaps less relevant as the business matures. Other competences may be 
considered core competences, having relevance and importance whatever the 
change in strategy.
Burgoyne (1989) noted that on one level o f abstraction all managerial jobs are 
the same, and on another, they are different. He argued that the more generic a 
competence list the less relevant it is for making a particular choice o f action. 
Therefore, it may be easier to develop a 'generic list' o f meta-competences or 
even personal competences, but these are difficult to operationalise for a given 
situation and often appear intangible to a manager's own development.
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Meta- Competences
Meta-competences appear to be a concept primarily used in Great Britain as a 
response to the limitations o f the MCI approach. Indeed, writers such as 
Burgoyne (1989) and Berman-Brown (1994) positioned meta-competences in 
their writings after condemning the limitations o f the MCI approach. In this 
context can it be assumed that meta-competences have value as an independent 
concept if the limitations o f the functional analysis framework are removed?
The competence movement in the United States appears to have the capacity 
for including meta-competencies within their existing competence framework, 
which as discussed earlier provides for a more hierarchical nature of 
competencies.
Some examples and definitions of meta-competences have been proposed by 
Burgoyne and Stuart (1986), Snell and Reynolds (1988). Their models of 
meta-competence include creativity, mental agility, balanced learning skills, 
ingenuity, open-mindedness, conceptual agility, as well as valuing empathy and 
intuition, information gathering and organising competences. There are various 
definitions of meta-competences. The prefix 'meta' means 'above' and 
meta-competences are, therefore, those abilities, skills and capacities that exist 
above and beyond any competences which an individual may develop. 
Managerial capacities such as judgement, intuition and acumen are part of 
meta-competencies, and they are a prerequisite if  managers are to undertake 
their managerial tasks competently.
Kolb et al (1986) suggested that mangers develop meta-competence by 
interactive learning which is a holistic concept as opposed to a reductionising 
one. The holistic approach to learning and developing competence and 
meta-competence provides part of the answer to why a person who has a list o f 
competences may not be competent. Berman Brown (1994) suggested that 
narrowly defined competences do not represent the full scope o f management, 
that the process of management is uncertain and not isolated from the context
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in which it takes place. She suggested that a "fruitful way o f dealing with this 
is to separate the concept of competence from meta-competence" (p.289).
Kanugo and Misra (1991) suggested that it is possible to distinguish between 
managerial skills and competences. To this end they provided five areas where 
distinctions can be made between competences which they refer to as skills and 
meta-competences which they refer to as knowledge, but they do include 
physical and intellectual abilities, personality traits, motives and self image.
They view competences and meta-competences as follows:
1. Competences are the abilities to engage in overt behavioural 
consequences or systems. Meta-competences are the abilities to engage 
in activities using functional intelligence.
2. Competences are required to handle routing and programmed tasks 
with established procedures. Meta-competences indicate the ability to 
engage in non-routine and unprogrammed tasks.
3. Competences are utilised to cope with the demands o f the stable aspects 
o f the environment which managers face in their day to day 
organisational life. Meta-competences are necessary to cope with 
complex and volatile aspects of the environment.
4. Competences are more specific to particular tasks and situations. 
Meta-competences are more generalisable or transferable to a variety of 
tasks and situations.
5. Competences are capacities to engage in behaviours that are triggered, 
elicited or controlled by the demands o f specific tasks and are thus 
highly task dependent.
International Management Competences
The research o f Barham and Wills (1991) on behalf o f the Ashridge Research 
Centre highlights the findings of a study which set out to investigate in depth 
the competences needed by successful international managers, drawing on a 
total of sixty interviews with managers in eight global businesses in Europe, the
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United States and South East Asia. The methodology was essentially 
qualitative with extensive use of the in-depth interview techniques. Barham 
and Wills (1991) suggested that two aspects o f international management 
competence emerged from their interviews. The first relates to the active or 
'doing' competences which reveal themselves in observable actvitities and which 
change in accordance with changes in the business environment. International 
managers are said to underpin these active competences with a less changing 
spiritual or moral competence. The authors describe this as a philosophy of 
life', or, 'being' that sustains the active side o f the international manager's job. 
'Doing' and 'being' are wrapped together in the life long learning process of 
'becoming' international.
The report also examines the question o f whether the competences required to 
perform international functions are generically different from those required by 
any other type o f manager. They conclude that there are fundamental 
differences with regard to the context in which the international manager 
operates, in terms of culture, language, geography, time and organisation. 
Barham and Wills (1991) ignore generic competences in their search for the 
unique characteristics o f international managers. Although they identified a 
range of competences they made no attempt to rank them. The critical point 
that emerged from their study is that some o f the unique competences they 
proposed might be regarded by practising managers as relatively important and 
some as relatively unimportant. However, it is clear that 'cultural empathy' was 
regarded by the respondents as an important competence for the international 
manager to possess.
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4.4. Competence Issues in the Tourism / Hospitality Industry
A study by Richard Tas (1988) identified the competences required by graduate 
management trainees entering the hotel industry, as determined and rated by 
the general managers o f seventy-five hotels in the United States. Tas' definition 
of competence is: "those activities and skills that are essential to perform the 
duties of a specific position and on one's ability to accomplish specific 
job-related tasks and assume the role connected to the position", (p. 14). The 
list o f competences that resulted from his research provided the basis for 
management education and curricula in colleges and universities preparing 
managers for the hotel sector. The study replicated in Great Britain by Baum 
(1990) provided a comparative analysis of the major findings of both surveys 
and considered the implications of the similarities and variations. The study 
focused on thirty-six competence statements which were classified: 
essential competences 
competences of considerable importance
Baum's (1990) classification system of competence statements rates them fi*om 
one to five. The average rating for all competences in Britain was 4.02 and in 
the US was 3.82. No mean o f the thirty-six competences was below 2.5, 
meaning that all attributes were of at least moderate importance. The eight 
competences deemed essential were, that managers:
1. Handle guest problems with understanding and sensitivity.
2. Follow hygiene and safety regulations to ensure compliance by the 
organisation.
3. Communicate effectively both written and orally.
4. Strive to achieve positive working relationship with employees.
5. Demonstrate professional appearance and poise.
6. Develop positive customer relations.
7. Follow the legal responsibilities associated with hotel operations.
8. Motivate employees to achieve desired performance.
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It is evident that this listing mixes operations, communication and other 
responsibilities. However, Baum (1991) points out that both his own and the 
Tas (1988) study identified the 'soft' or human relations associated 
competences as being the most significant within the top rated group. This he 
termed the traditional skills of'mine host'. Baum also noted that the British 
sample appeared to place regulatory issues higher than their US counterparts.
In a review of management styles in the 'Hospitality Industry' by Guerrier and 
Lockwood (1989), they stressed the need to develop managers with a business 
perspective. They defined a business perspective as: "adopting a strategic 
outlook and lengthening the manager's time horizons, stressing the importance 
of a marketing and customer bias and the need for advanced planning skills".
Gamble and Messenger (1989) in a survey carried out among senior hospitality 
managers found the following competences as being most important on the job: 
financial control and decision making skills 
team leadership 
time management 
marketing
There appears to be an emphasis on 'hard' skills and traditional functional 
management perspectives.
Jones (1991), in reviewing the wider issues o f management development, 
arrived at an integrative framework for developing management competences 
for the hospitality industry. These are set out in Figure 4.4. Jones believed 
that such an outline provides for a cohesive approach that recognises the need 
to define relevant standards in hospitality management.
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Figure: 4.4. Integrative Framework for Developing the Management 
Competences for the Hospitality Industry
COMPETENCES
related to:
CHANGE FACTORS
related to:
TECHNICAL AREAS
related to:
Activities Economic Accommodation
People Legal Food & Beverage
Environment Scientific Operations
Effectiveness IT Marketing
Source: Jones (1991)
The most recent study on competence in the hospitality industry was carried 
out by the University of Surrey on behalf of the Hotel Catering and Institutional 
Management Association (HCIMA) in early 1994. The purpose of the research 
was to provide information on functions that hospitality managers perform at 
different levels and in different situations. The findings of the research were 
designed to provide a comparison between sectors o f the industry and between 
European countries. The resulting data provided both companies and 
individuals with information that would assist in career development, planning, 
training and educational activity. What has emerged is a profile of the skills 
and knowledge required by the European hospitality manager in the 1990s. The 
study also provided information and advice on the skill and knowledge 
requirements o f the hospitality managers and the extent to which these skills 
and knowledge are generic and transferable across different industries and 
indeed countries. The emphasis was more on knowledge needs than 
competences as defined in the context of this study. The findings in terms of 
management activities and selected competences are outlined in Appendix 4.
The profile o f the modem hospitality manager that emerged from this study is 
that of a generalist rather than a specialist manager. The most significant range 
of competences required by European hospitality managers in the future appear 
to be those associated with business management.
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4.5. Limitations of the Competency Movement
The British Management Competence Movement in particular has not been 
without its critics. Among the most vocal has been Burgoyne (1989). He does 
not criticise the concept of total managerial competence. His criticism, instead, 
focuses on the appropriateness of breaking down this conceptual whole into 
lists of managerial competences and using these lists as a foundation for 
management development. He set out eight concerns which are referred to 
earlier in the chapter. However, in regard to one of the concerns, divisibility of 
competence, he noted that managers do not use individual tools one at a time 
but instead use complex combinations. Consequently, breaking competence 
down into lists creates the problem of determining integrating mechanisms for 
putting them together again.
Canning (1990) confirmed Burgoyne's views stating that there is little evidence 
that generic list of management competences can be produced. lies (1994) 
also lent support when he noted that the problem with many existing 
competence models is that they focus on the assessment o f potential for 
specific target jobs or, like the MCI approach, on a minimum standard of 
performance. However, with restructuring, multi-skilling and delayering the 
notion of the 'job' as a stable collection of discreet tasks is becoming outdated 
(p.23).
Jacobs (1989) also criticised the British competence movement on the basis 
that, in its search for research precision, it overemphasises "so called scientific 
methods". In particular, he noted the emphasis on the need to "observe 
behaviour". He pointed out the limitations. "However, if you can't observe it, 
then the assumption seems to be that it is probably not worth considering.... 
there may be abilities or qualities that are incapable of direct observation and 
measurement. ... What do we do about such qualities - pretend that they're not 
important and hope nobody will notice?" (p33).
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Jacobs outlined other "soft areas" which tend to be ignored: intuition, 
assertiveness, impact, sensitivity, group dynamic or political skill. He 
contended that because these cannot be measured easily, they are often omitted 
in competency-based approaches.
Mangham (1990) criticised the competence movement on the basis of its 
attempts to produce "identikit managers". He wrote that the competence lists 
fail to take account o f the person's fit with the culture o f the organisation.
Cave and McKeown (1993) selected the MCI initiative for criticism on the 
basis that it did not reflect the work o f Handy et al (1987) and Constable and 
McCormick (1987), whose views it sought to address. They stated that: "For 
whatever reason, the assessment procedures adopted by MCI, involving sets of 
narrow and isolated skills, classified at four levels appropriate to major career 
stages o f management, fail to reflect the concept of competence outlined by 
Handy or Constable", (p. 124).
Like the competence concept the scope of management is itself problematic. It 
includes notions about what managers should do and what they actually do in 
practice. In the majority of cases the complex nature o f management 
knowledge precludes in the manner provided by the standards o f the MCI the 
measuring o f managerial competences in terms of practical, reliable and 
objective criteria. A key limitation is the extent to which the standards focus 
on the lowest common denominator of a competence rather than the pursuit of 
excellence or expertise. Also there tends to be inadequate recognition through 
the model of the part played by knowledge and understanding in managerial 
effectiveness.
Whether or not the current conceptions of managerial competences are 
adequate, in the light of forces facing the world economy, is a question posed 
by Morgan (1988). He connected his ideas based on a study o f twenty 
Canadian executives in an action-learning project. The purpose was aimed at
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specifying the managerial competences likely to be needed to deal with the 
consequences o f the 'fracture lines' in their environment.
Jacobs (1989) further suggested the possibility that competence may be most 
suited to organisations in stable, predictable and certain environments. 
However, the question might be asked: are there any organisations in this 
fortunate position as the rate of organisational change increases?
Viall (1989) pointed out that managers are increasingly creators of change and 
disorder, while Burgoyne (1989) suggested that managerial work, "is at the 
border of order and chaos". Therefore, the need for rigid definitions of 
behaviour required to maintain an organisation may be to a certain extent 
inapplicable. In the future, competences may need to be seen and understood 
to be more ambiguous, more open to personal interpretation and more fluid in 
their structure.
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4.6. Conclusion
This chapter presented an overview of competences in modern management. 
The review influenced the design, data analysis and interpretation process of 
phase three of research into the development o f a competence profile for 
general managers in effective hotels. Albanese (1989) maintained that 
whenever authors set forth a list o f competences it is usually preceded by the 
proviso that no single set o f competences can capture the essence of the 
managerial role. Having thus defined their positions, such authors then provide 
a selection of competences that are the appropriate ones which ,if possessed by 
managers, would significantly increase the probability of managerial 
effectiveness. These authors also point to the vast differences that exist 
between organisations and managerial jobs and conclude that no one list can be 
applied to all.
The competence debate is dominated by the similarities and differences of the 
writings and research in the USA and Britain. Cave and McKeown (1993) 
illustrated the differences in the USA and British competence movements 
discussed earlier in this chapter. From their writings the British model can be 
illustrated as follows:
British Model
Knowledge + Skill = Competences
In the United States model, it is suggested that competences are not outcomes, 
but rather elements of the ability to perform. The approach to the issue and 
definition o f competences in this study reflects the writings of Spencer and 
Spencer (1993) (see Glossary of Terms, Chapter 1). However, it also 
encompasses elements of the United States Model as interpreted and adopted 
from Cave and McKeown (1993) p. 125.
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United States Model
Knowledge + Skill + Competencies = The Ability to
Perform Effectively
This chapter also highlighted the limited research and writings about 
competences in the tourism and hospitality industry. Because of the 
embryonic nature of the concept there are limitations, and the chapter 
concludes with these current criticisms of the British competence movement. 
Evaluating and developing the performance o f managers is a difficult and 
challenging business.
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5.1. Introduction
Behaviour of senior managers and the relationship of that behaviour to 
organisational performance has received scant attention from management 
researchers. Kotter (1982) stated that "despite the importance of modern 
managers to our present and future we know relatively little about them - about 
who they are and what they are, what they do and why some are more effective 
than others." (p.8).
The omission of this major area of management research as described by Kotter, 
creates a fundamental problem. There is little basis for selecting and developing 
managers that is likely to enhance organisational performance. This is the case, 
particularly within the tourism industry in Ireland; few studies have focused on the 
behaviour and individual characteristics of chief executives and general managers 
in the industry. Consequently, the primary purpose of this study is to address this 
deficiency and to create and apply a framework that identifies the nature of 
management and related competences of senior managers within effective 
organisations in the Irish Hotel Industry. The resultant data should provide the 
critical activities and job priorities of these managers and the managerial 
competences that they used in the execution o f these activities.
Dann (1990) concluded that managerial work research has inherited many of the 
difficulties associated with management studies. He stated that managerial work 
research is "fragmented in approach and methodology, has lacked consistency in 
interpretation, has been subject to researchers from a variety o f backgrounds, with 
a variety of interests, and has been linguistically imprecise" (p. 28).
This chapter critiques the literature relevant to the research approach and 
methodology appropriate to this study.
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5.2. The Research Design and Methods
"To begin with, any researcher, no matter how instructioned or inductive, comes 
to field work with some orienting ideas, foci, and tools". (Miles and Huberman, 
1988, p 2). To select the appropriate research methodology, it was important to 
reflect on the aims o f the study as set out in Chapter 1. Consequently, it was 
important to consider both the research design and the process when selecting 
research methodology. This choice of methodology was influenced by Bechofer's 
(1974) view that the "research process is not a clear cut sequence of procedures 
for allowing a neat pattern, but a messy interaction between the conceptual and 
empirical world, deduction and induction occurring at the same time", (p 73). 
Research design is concerned with the organisation of research activity in ways 
that are most likely to achieve the objectives o f the study.
Research does not always fall neatly into a theory building or a theoiy testing 
approach. Aligned to these two approaches are two strategies compared by 
Layder (1993). These are Merton's (1967) Middle Range Theory (MRT), and 
Glaser and Strauss's (1967) Grounded Theory (GT). Building on the relative 
strengths of each approach and taking account o f the continuous nature of social 
activity, Layder (1993) argued for using a multiplicity o f strategies to enhance 
knowledge and understanding through research and to develop theoiy which is 
grounded in the lived experience of people.
A review of the literature indicated that many researchers tend to be adherents o f a 
particular research model. The issue of replication tends to compound this fact. 
Research is an attempt to accumulate facts and findings on a particular subject in a 
methodical manner which will either prove or disprove a theoretical concept or 
hypothesis. In addition, that research may add to existing knowledge.
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Howard and Sharpe (1983) defined research as "seeking through methodical 
processes to add to one's own body of knowledge and hopefully to that of others 
by the discovery o f non-trivial facts and insights" (p.6). The planning philosophy 
underlying this research study was phenomenological, which means it was 
concerned with gaining access to the knowledge o f the informants and 
understanding meanings.
Research should enshrine the philosophy of the learning organisation with 
emphasis on the holistic approach to developing the person. (Garrath, 1990). Yet 
a clear and more in-depth knowledge o f the subject matter is critically important. 
Equally important is knowledge of the methodology used, the reason for its 
selection, the approach and the frames of reference.
Gill and Johnson (1991) maintain that research can range from laboratory 
experiments using highly structured, deductive, scientific methods to ethnographic 
inductive methods based on single cases. Laboratory methods test the hypothesis 
using standardised instruments and controls usually generating quantitative data. 
On the other hand, ethnographic methods emphasise theoiy grounded in empirical 
observations which take account of the views and interpretations put on events by 
respondents. The emphasis is on the analysis o f subjective accounts by getting 
inside natural situations. This approach generates and uses mainly qualitative data 
with minimum structure. The survey method lies somewhere between the two 
extremes of laboratory and ethnographic methods.
Authors such as Moser and Kalton (1971) indicated that the design of any research 
project is influenced by a combination of organisational and technical decisions 
about the design chosen, on the population size to be covered, the information 
required, and the collection method(s) to be utilised.
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However, any study, including this one, must begin by posing a number of 
questions fundamental to research design, such as:
What research question am I trying to answer?
What analysis will provide a useful response to the question?
What data do I need to perform this analysis?
What is the methodology to obtain and record data?
These questions are important in all research studies, but particularly in questions 
of organisational effectiveness and managerial behaviours. This is because the 
number and variety of elements of effectiveness and behaviours within 
organisations and the potential richness of the data that one could collect, are, for 
practical purposes, infinite. Effectiveness and behaviour scenarios have no natural 
outer boundaries. For this reason, determining the volume o f data and sample size 
needed to address the research question is essential in terms o f data collection.
In the early stages of the research planning process, it was necessary to prepare a 
conceptual framework to aid focus and clarification. The conceptual framework 
set out in Figure 5.1. provided a basis for formulating the key research questions 
and provides two clear dimensions to the study:
1. The application of recognised effectiveness criteria to a selected sample of 
the Irish hotel industry. The resultant data would indicate those hotels 
deemed to be effective organisations for the purpose o f this study.
2. To determine the managerial activity, practices, and competences o f senior 
managers of these effective hotels.
To establish the context of this framework it was helpful to refer to the relevant 
literature reviews as set out in Chapters Two, Three and Four. This existing 
research sought to determine the critical variables that required in-depth study and 
to focus on the relationships that may exist between these variables. Campbell et 
al (1970) made the point that no single set o f variables is sufficient for
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understanding managerial effectiveness. Campbell's research also examined the 
concept of the effective manager as it is used both symbolically and strategically by 
educational institutions and other providers of management education.
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This particular research study will attempt to provide new information and 
understanding in relation to the subject matter. By way of introduction to the 
definition of what research is, it is useful to outline a plan which will ensure that all 
the critical steps are considered during the process of the research. This plan is the 
'seven step research sequence model' devised by Howard and Sharpe (1983). The 
model provides the opportunity to focus on each distinct area and to consider the 
necessary items to be addressed. Table 5.1. outlines the Seven Step Research 
Sequence Model and the extent to which the steps /  activities are integrated in this 
thesis.
Table 5.1 The Seven Step Research Sequence Model
Systematic Approach to Research This Study
STEP 1 Identify broad areas Chapter 1
STEP 2 Select a topic Chapter 1
STEP 3 Decide approach Chapter 2
STEP 4 Formulate a plan Chapter 5
STEP 5 Collect information Chapter 5
STEP 6 Analyse data Chapters 7, 8 and 9
STEP? Present findings Chapter 10
Source: Howard and Sharpe (1983)
5.2.1. Population and Sample
Many of the studies of managerial research referred to in Chapter 3 of this study 
used heterogeneous samples with little attempt to control any variables except
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perhaps those concerned with functional level. This led Stewart (1982) to 
comment on the need to control the variables in studies of managerial work.
Phase one of this study was used to identify the samples of managers for phases 
two and three, thereby, reducing the variables concerned with location, grade, title 
and function.
The target population and sample in this study can be classified as both 
organisations and individuals.
Organisations'.
The Irish Hotel Industry was the focus of phase one o f this research study. All 
hotels were registered an approved by Bord Failte and graded as either A*, A, B* 
or B. (See Table 5.2) Grade C hotels were not considered.
Table 5.2. Research Population By Grade
Total Number 
of Hotels
A* A B* B
Target Population 556 22 123 175 236
Source: Bord Failte Eireann (1994)
The table shows that the sample size varies by grade of hotel. In each case the 
sample and collectively the population are acceptable for analytical purposes. The 
entire population were approached to participate in the study. The process o f data 
collection and response levels are outlined in section 5.5. of this chapter.
Individuals:
The senior managers of those hotels deemed to be effective as a result o f phase 
one provided the 'research sample' and 'respondents' for phases two and three of 
the study.
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The profile of these hotels as 'effective organisations' are detailed in Chapter 7. A 
total of fifty-seven hotels were classified as 'effective' and, consequently their most 
senior managers were eligible to participate in the study. However, prior to phases 
two and three of the research, only forty-eight managers were available and able 
to participate. In any event the final sample of forty-eight respondents was 
statistically representative and significant to draw reliable and valid conclusions 
from the data.
5.2.2. The Research Choices
In deciding on the research method most suitable to the understanding of this 
particular research, reference is made to Hampton's (1993) criteria for the selection 
o f a research method. His criteria is set out as follows:
EPISTEMOLOGY
Absolute Truth Relative Truth
1r
METHODOLOGY
Positivist Naturalist
1
1
METHOD OF DATA COLLECTION
Qualitative Quantitative
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This study applies the survey method in phase one and the application of the 
critical incident technique through a semi-structured interview and questionnaire in 
phases two and three of the study. These results may add to existing knowledge 
and provide more understanding on the issues o f organisational and management 
effectiveness in tourism. This should result in the research unearthing relative 
rather than absolute truth. The methodology o f the research belongs to the social 
sciences category, the naturalist in the framework, as opposed to the natural or 
physical sciences, positivist in the framework. The method o f data collection 
includes a combination of qualitative and quantitative techniques, described later in 
this section. Gill and Johnson (1991) argued in favour of methodological 
pluralism, which they stated is the "assertion that there is no one best method but 
many methods contingent on the issue being studied regardless o f the 
epistemological biases" (p.9).
5.2.3. Research Design Options
Research studies into the nature of management reflect a lack o f consistent 
methodologies and a theoretical framework within which to place the results. The 
most common methodologies used in management research include:
1. Observation - participant and non-participant episodic. (Sayles, 1964; 
Fletcher, 1973; Shapra and Dunbar, 1980; Larson et al, 1986)
2. Diary method. (Horne and Lupton, 1965; Stewart, 1967; CERT, 1988).
3. Interview and questionnaire. (Hemphill, 1959; Tornow and Pinto, 1976;
Marshall and Stewart, 1981).
4. Anecdotal studies.
5. Ethnography.
6. Critical incident technique. (Flanagan, 1954; Marples, 1967)
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7. Mixed methodologies. (Stewart, 1976; Kotter, 1982; Martinko and 
Gardner, 1984; Whitely, 1985; ).
Each of these has a number of critical advantages and disadvantages. Modem 
research studies have tended to utilise a mixed methodological approach to 
overcome some of the drawbacks of using a single method. However, the 
methodologies for studying managerial work are far from stabilised or entirely 
satisfactory, and there is still a need for more studies using mixed methodologies if 
adequate theoretical constructions of the managerial work process are to be 
attained.
In the process of selecting appropriate research methods and instmments for this 
study, the aims, objectives and focus o f the research limited the number of 
alternative methods that could be considered. Examples include action research, 
ethnographic methods and case studies which are referred to below, but not 
elaborated on, as follows:
♦ Action Research
This method is essentially an "on the spot procedure designed to deal with 
a concrete problem located in an immediate situation" (Cohen and Manion, 
1980, quoted in Bell, 1993, p.6). It is appropriate to situational and 
problem solving scenarios and implies a continuous process of research, 
feedback and change.
♦ Ethnographic Methods
Gill and Johnson (1991) observed that these methods focus on "the manner 
in which people interact and collaborate in observable and regular ways"
(p.93). Typically, such work requires long periods o f sustained study in a 
well defined locality involving direct participation with some of the
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organisations members. It is more appropriate to the study of groups 
rather than individuals.
Case Studies
This method was described by Adelman et al in Bell (1993) as "an umbrella 
term for a family of research methods, having in common, the decision to 
focus on enquiry around an instance" (p. 8). Case studies are concerned 
principally with the interaction of factors and events. Critics of the method 
point to the fact that generalisation is not usually possible, and they 
question the value of the study o f single events. Supporters contend that 
the feature of reliability is much more important than its generalisability.
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5.3. Research Instruments
This section outlines the specific methods and instruments chosen for the two 
principal dimensions of this study (a) organisational effectiveness - phase one, and 
(b) managerial activity and competences - phases two and three.
The aim of this study was to determine the activities and practices of senior 
managers in effective organisations and to assess the nature of their work, its 
degree o f similarity or difference and its determinants. In addition, this study 
sought to develop a competence profile o f those managers in relation to the 
execution of key and critical activities identified by them as contributing to their 
own or their organisation's effectiveness. In this situation a mixed methodologies 
approach incorporating a survey and critical incident technique, supported by 
questionnaires and semi-structured interviews offered the best alternative.
5.3.1. Survey Method
Bryman (1989) defined survey research, " Survey research entails the collection 
on a number of units and usually at a single juncture in time, with a view to 
collecting systematically, a body of quantifiable data in respect of variables which 
are then examined to discern patterns of association" (p 104).
The aim of a survey is to obtain information which can be analysed, patterns 
extracted and comparisons made. This reflects the rationale for the choice o f the 
survey method in phase one of this study.
Information was gathered by means o f a self-administered postal questionnaire; 
other options included schedules or checklists administered by the researcher. In 
most cases a survey aims to obtain information from a representative sample o f the
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population and presents findings which are generalisable and representative.
The work of Robson (1993), Judd, Smith and Kidder (1991), and Lincoln and 
Guba (1985) are noted in relation to survey design. They listed a number of types 
of survey which are briefly compared as follows:
The Simple Survev: This type is suited to finding information about the 
incidence and distribution o f different characteristics or detecting any 
relationship within the data collected.
The Panel Survev: The main difference between the panel survey approach 
and the simple survey is the need to provide significant time intervals 
between the data collection periods.
The Rotating Sample Survev: This type is a hybrid between the simple and 
panel survey and has the benefit of tracking individual changes over time.
The survey method used in this study could be broadly defined as a simple 
survey.
5.3.2 Critical Incident Technique
The resultant data from phases two and three of the research was gathered 
through the application of the critical incident technique research method. This 
modular process can be described as a set of procedures for collecting data on 
human behaviour in such a way as to facilitate its potential usefulness in solving 
practical problems or in making sense of practical issues in the everyday work of 
managers. The data were collected from specific incidents. Incidents are 
considered critical when the following three criteria are met:
The actions o f the participants are sufficiently complete to enable 
inferences and predictions to be made about the participants.
The intent of the participant's action is clear.
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The consequences of the action are definite enough so that there can be
little doubt concerning the effects of the actions observed.
An 'incident' can be defined as any observable human activity that is sufficiently 
complete in itself to permit inferences and predictions to be made about the person 
performing the act. In this study the critical incident technique has been used to 
determine managerial tasks and priorities in the context of organisation and role 
effectiveness. In addition, it highlights competences associated with these tasks 
from a managerial perspective. It is clear from the review of management 
research literature that the critical incident technique has not been widely applied 
to theory and model building in the applied behavioural sciences. One of the key 
features of the critical incident technique is its 'open ended' nature, making it ideal 
for studying the behaviour of individuals in a working environment. The technique 
is essentially a classification method, consisting o f a set o f procedures for 
collecting observations of human behaviour and classifying them in a way that 
presents a profile of the respondents.
Criticism of the technique centre on issues o f reliability and validity of the 
outcomes. Reliability and validity problems may arise as a result of the ambiguity 
of word meanings, category labels and guiding rules. Research by Anderson and 
Nillson (1964) found that data collected by this technique is both reliable and valid. 
A later study by Ronan and Latham (1974) also concluded that information 
collected critical incident technique is both reliable and valid.
The critical incident technique was developed by Flanagan (1954) and his staff in 
the Aviation Psychology Programme of the United States Army Airforce. They 
developed this technique as a method of determining critical requirements for 
success in various war-time jobs. The topic o f one of Flanagan's studies was 
investigation of the reasons for failure of student pilots. In later studies specific 
incidents involving effective and ineffective behaviours in a designated activity
Chapter 5  -  Page 131
were observed. Analysis and classification of these incidents permitted 
identification of critical job elements. Flanagan's research particularly in the field of 
combat leadership led him to conclude that the principle objective o f job analysis 
procedures should be determination o f critical requirements.
The approach to this study reflected the writings of Flanagan (1954) when he 
concluded that "these requirements include those which have been demonstrated to 
have made a difference between success and failure in carrying out an important 
part of the job assigned in a significant number o f incidents" (p. 51). Flanagan 
applied the critical incident technique for the first time in an industrial environment 
when he studied the Delco-Remy Division o f General Motors.
Since 1954 'critical incident' has been used in a limited but selected research 
settings in a variety of contexts, examples include: Cohen and Smith (1976) on the 
use of critical incident in growth groups; White and Locke (1981) on productivity 
levels in occupational groups; Edvardsson et al (1989) on the use of critical 
incidents in customer relationships. Henley Research Centre (1993) on the 
development of management standards; and HCIMA /University of Surrey (1994) 
on the nature of hospitality management in Europe, and Gilbert and Morris (1995) 
on business travel and related levels o f satisfaction.
Dann (1990) in his study of hospitality managers used critical events to classify 
data according to the perceived origin. In his study, critical events were defined as 
"events which emerged from work-flow and which demanded the immediate 
attention of the manager ...these were termed 'critical events' as they were events 
which were critical to the immediate situation on the continuing success of the 
enterprise" (p. 149).
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Marples (1967) and Campbell et al (1970) claimed that the critical incident 
technique is one of the most effective techniques for assessing managerial 
behaviour. They suggested that a truer picture of managerial work can be 
obtained by a consideration of the critical areas o f the manager's job, rather than a 
global picture. They noted that a high proportion of the manager's time is 
absorbed by relatively few issues and believed that a detailed consideration of these 
issues would give a more accurate picture of managerial work.
Boyatzis (1982), in his study, applied the Behavioural Event Interview (BEI); this 
is similar to the critical incident interview featured in this study. The BEI requires 
the respondents to describe three incidents in which they felt effective and three 
incidents in which they felt ineffective. This contrasts with the approach taken in 
this study which required the respondent to provide three incidents which reflected 
an event /  activity/ episode that had a significant impact on their organisations or 
their role as senior managers. Therefore, critical incidents are any situations in 
which the respondents felt that their experiences, contribution or actions have 
made a significant difference to the outcome. The similarity between the research 
approach in this study and the BEI approach is evident when one considers the 
role of the researcher / interviewer. Boyatzis (1982) in writing about the BEI 
approach stated that "the interviewer attempts to obtain as accurate an account o f 
the incident as possible by asking probing yet non-directive questions and 
requesting specificity, clarification and examples whenever possible. The write up 
is often accompanied by a typed transcript or audio tape of the interview" (p 50).
The explicit description of events and behaviours can be identified in a research 
study as 'critical incidents'. Using this definition a critical incident is one that 
contributes to or detracts from the general aim o f the activity in a significant way. 
The use of the 'incident' is based on observable human activity that is complete 
enough in itself to permit inferences and predictions to be made about the person 
acting within a specified situation. In this study critical incidents are defined as
Chapter 5  -  Page 133
managerial activity which contribute to either organisational or managerial 
effectiveness.
At a tactical level the issue is whether methods and research instruments should 
focus on the qualitative as opposed to quantitative aspects o f the reality of 
managers' lives. Critical incident involves the collection of a substantial amount of 
descriptive / qualitative data about the experiences, behaviours and skills of 
managers. However, at this level of study, it is pragmatic and beneficial to express 
some data quantitatively Indeed at a tactical level it can be argued that too much 
can be made of the quantitative / qualitative distinction. As lick (1983) pointed 
out, the effectiveness of any one of the approaches "rests on the premise that the 
weakness in each single method will be compensated by the counter balancing 
strength of another" (p. 13 8).
At the strategic level, a philosophical debate, which is not explored here, could be 
opened up as to whether social science study is best served by mathematical and 
equational observations and descriptions, or whether a more qualitative approach 
is necessary or inevitable. At this level, however, critical incident research does 
align more systematically within the qualitative perspective.
5.3.3. Triangulation in Research
The use of more than one method or source o f data collection is known as 
'triangulation'. Brewer and Hunter (1989) differentiated triangulation from 
multi-methods by regarding the former as an aspect of the multi-method approach. 
This triangulation provides greater validity and reliability than a single 
methodological approach to a research problem. Tick (1979) defined triangulation 
against this background when he stated that it "includes the use o f multiple 
methods to examine the same dimension of a research problem" (p. 136).
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In this study more than one method of research is used, they include;
Data collection through a postal questionnaire and survey method. 
Application of the critical incident technique.
Face-to-face and semi-structured interviews.
This multi-faceted approach is an example o f triangulation in research. Bell (1993) 
defined triangulation as "cross checking the existence of certain phenomena and 
the veracity of individual accounts by gathering data from a number of sources 
and subsequently comparing and contrasting one account with another in order to 
produce as full and balanced a study as possible." (p.64). The mixing of 
qualitative and quantitative data in this study moves away from seeing quantitative 
and qualitative methods as rivals and toward the notion of combining them to 
overcome the weakness of either one of the methodologies.
Martinko and Gardner (1984) was the first study o f managerial work to attempt 
the link between qualitative and quantitative research. Using a mixed methodology 
and a sample o f fifty school principals, they were able to compare the results using 
inferential statistics. The research concluded that managerial behaviour occurs 
through an interaction of the specific environment and the competences o f the 
individual.
Triangulation offers a mechanism for checking the validity of data, by employing 
multiple strategies or methods of data collection. This use o f multiple research 
strategies facilitates greater density of analytic view points or multiplicity of 
perspectives, by viewing the topic from a variety o f perspectives. The decision to 
utilise a range of research methods is a reflection o f the 'realistic' approach to 
research, which acknowledges the methodological debate, that the use o f a 
multiplicity of methods improves the quality o f the research by cancelling out the 
weaknesses of various approaches.
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5.3.4. Other Influences
Inherent in selecting the appropriate research methodology for this topic was 
ensuring that the methods and instruments chosen would provide both valid and 
reliable findings. Validity and reliability are two traits which characterise the 
scientific methods o f research and can be expressed as a correlation co-efficients 
with differences in meaning between them. These two terms were originally 
developed for use in the area o f quantitative social science.
♦  Validity
Boyd et al (1983) stated that "validity is the characteristic used to describe 
research which measures what it claims to measure" (p.30). For evaluation 
purposes however, validity is sometimes subdivided into various parts: 
Internal validity
External validity is frequently subdivided into:
population validity 
ecological validity
Internal validity refers to whether or not what is identified as the cause of 
stimuli actually produce what has been interpreted as the affects or 
responses (Gill and Johnson, 1991).
External validity refers to the extent to which research findings can be 
generalised or extrapolated beyond the immediate research sample or 
setting in which the research took place. As previously indicated, external 
validity is frequently subdivided into population validity and ecological 
validity. The first refers to the degree to which it is impossible to 
generalise to a wider population from the sample of people involved in the 
research. The second, ecological validity, refers to the degree to which it is 
possible to generalise from the specific social context in which the research 
is taking place to other situations and contexts.
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The concept of validity is the same in both qualitative and quantitative 
aspects o f research; however, in quantitative research the issue of validity is 
focused on methods, while qualitative research focuses on the validity of 
interpretations. The involvement of other people is critical to 
considerations of validity in interpreting data from qualitative research 
interviews. To produce valid and reliable results, researchers should sort 
out conflicting opinions and perspectives to enable them to construct 
independent, objective assessments o f a study. Within this study, validity is 
the extent to which the question measures what it is supposed to measure.
♦  Reliability
In the context of research, reliability refers to the capacity of research
findings to be replicated under constant conditions. Findings that are valid
by inference must also be reliable. Reliability does not necessarily infer
validity. Reliability and measurement refers to its consistency, that is the
extent to which a measuring device will produce the same results when
applied more than once to the same person under similar conditions. The
most straightforward way of testing reliability is to replicate either by
administering the same questions to the same respondents at different times
and assessing the degree of correlation, or by asking the same question in
different ways at different points in the questionnaire. Reliability refers to
the purity and consistency of a measure to repeatability; to the probability
of obtaining the same result again if the measure were to be duplicated.
A further concern in relation to selecting the appropriate research 
methodology for this study was that it must include the potential for a 
combination of both qualitative and quantitative data collection and 
analysis techniques.
Chapter 5  - Page 137
♦  Qualitative Research
At the level of technique, qualitative research is taken to encompass
techniques which are not statistically based but are especially suited to
small scale analysis in which the researcher attempts to get to know the
social world being studied. Qualitative research designs are typically not
intended to prove or test a theory. It is more likely that the theory will
emerge from the data collected. The researcher does not impose an
organising structure or make assumptions about the interrelationship
among the data prior to making the observations Qualitative research
begins with specific observations and moves toward the development of
general patterns that emerge in the cases under study. This process includes
observation and interviewing in an in-depth and unstructured or
semi-structured way, supplemented with documentary sources. These
techniques have their roots in social anthropology. In that discipline the
emphasis was on studying social life in natural settings (Finch, 1986).
Qualitative research is intended to understand phenomena in their naturally 
occurring states. Qualitative researchers confine themselves to the study of 
smaller groups and are more concerned with understanding a group or 
individual perception of the world and their existence within it (Barnes, 
1992; Hampton, 1993). It is a discovery orientated approach in the natural 
environment unlike experimental research which uses controlled conditions 
and a limited set o f outcome variables. In addition, it is different from the 
hypothetical /  deductive approach to experimental designs that prescribe 
specification of variables and hypothesis prior to data collection. 
Polkinghorne (1991) wrote that qualitative methods are especially useful in 
the "generation of categories for understanding human phenomena and 
investigation of the interpretation and meaning that people give to events 
they experience" (p. 112).
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Bell (1987) wrote that qualitative researchers, "are more concerned with 
understanding an individual's perception of the world. They seek insight 
rather than statistical analysis, they doubt whether social facts exist and 
question whether a scientific approach can be used when dealing with 
human beings. Yet there are occasions when qualitative research draws on 
quantitative techniques and vice-versa." (p.4).
In essence, the qualitative approach is more concerned with the individual's 
understanding of knowledge and the world in general, while the 
quantitative is more concerned with collecting and analysing facts using a 
variety o f statistical methods attempting to understand the relationship 
between one set o f facts and another.
The distinctive features of qualitative research concern matters of both 
research techniques and epistemology. Epistemology in this instance is 
defined as the philosophical basis which underpins the research process 
especially the question of how valid the knowledge about the social world 
is generated.
Referring to the research purposes of this study and the qualitative choices 
made earlier, it is useful to refer to Van Manen's (1990) definition of 
qualitative methods as "an array of interpretative techniques which seek to 
describe, decode, translate, and otherwise come to terms with the meaning, 
not frequency, o f certain more or less naturally occurring phenomena in the 
social world." (p.30).
Bryman (1988) argued that it is important to note that the stated 
differences between quantitative and qualitative research is more in the 
minds o f philosophers and theorists than in the practice of researchers. He
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argued that it may be more appropriate for researchers to adopt a 
combination of more than one method of data collection and adapt a 
methodology consistent with the demands of the research.
♦  Quantitative Research
Quantitative research approaches are used to gather descriptive data which
may lead to the generation of an hypothesis and for gathering data for the
testing of that hypothesis by explanatory analysis. Whether the descriptive
or the valuative element is dominant depends largely on how much
information is already available and to what use the outcomes of the
research project are to be put.
Quantitative methods are useful for identifying and validating effectiveness 
but can only reflect what is happening at that point in time. Quantitative 
methods are more effective in understanding processes and can 
accommodate change. Therefore, they are helpfiil to researchers concerned 
with providing some input to policy making and to making 
recommendations for the future. A decision on the use o f quantitative 
techniques in research centres around two key features of research: data 
selection and data analysis.
The existence of an hypothesis or theory relating to a research question 
aligns the process with the quantitative methodology as does the necessity 
to collect, statistically analyse and compare information with data already 
provided in similar studies. Robson (1993) stated that quantitative 
researchers usually start the research from a 'hypothesis testing' perspective 
where the theoiy has already been formed, as opposed to the hypothesis 
'generating' perspective of the qualitative research with the objective of 
generating a theory. She warns that that is one point of view which may be 
considered to be rigid and narrow.
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Hampton (1993) and Gill and Johnson (1991) concurred with Bell's (1987) 
view that quantitative researchers, concentrate on collecting facts and 
attempt statistically to relate one set o f facts to another. Using scientific 
techniques they measure facts that are likely to produce quantifiable results 
and conclusions.. As a result the quantitative approach is more concerned 
with the gathering and analysis of large amounts of data than with the 
personal understanding of people related issues and events.
This study also includes a combination o f inductive and deductive 
dimensions and are presented as follows.
♦  Induction and Deduction
Traditionally, researchers in management have used two methods to 
classify management tasks: induction and deduction. Deductive research 
entails the development o f a conceptual and technical structure prior to its 
testing through empirical observation. Inductive research, on the other 
hand, involves moving from the observations of the empirical world to the 
construction of explorations and theories about what has been observed.
Deduction and induction can be explained by reference to Kolb's (1987) 
Experiential Learning Cycle as set out in Figure 5.2.
Figure 5.2 Experiential Learning Cycle
Concrete Experiences
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Deduction corresponds to the left hand side o f the cycle. It begins with 
abstract conceptualisation and then moves to testing through the 
application of theory, so as to create new experiences. Induction relates to 
the right hand side of Kolb's Cycle on the basis that learning occurs by 
reflecting on particular experiences and the formulation of theories and 
concepts. The inductive process serves to relate the specific topic to a 
broader context whereas deduction can be linked to the term 'positivism' 
which purports a methodological argument based on the Stimulus - 
Response Model of Behaviour.
A key feature of this research study is the need to gather and analyse the 
attitudes, beliefs, motivations and interpretations o f the nature of the 
manager's work and the competences they possess. This requirement
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places the research primarily in the inductivist and phenomenological 
paradigm.
Authors such as Dale (1960); Barnard (1966) and McKenzie (1969) have 
classified key tasks through the use of inductive reasoning. Wofford 
(1970) and Tornow and Pinto (1976) used the deductive method of 
research through questionnaires and factor analysis. The problem with 
deductive research into managerial tasks is that it often does not distinguish 
between tasks and behaviour. Thus, the purpose of this research study is 
inductive; it is concerned with uncovering meanings and gaining an 
understanding of the actor's experience rather than deductive, concerned 
with testing a theory and trying to determine the cause of particular 
occurrences in the social world, (Bryman, 1988).
♦  Positivism and Naturalism
Epistemology is the branch of philosophy concerned with the study of 
criteria by which we determine what does and does not constitute valid 
knowledge (Gill and Johnson, 1991). Thus at one end o f the 
epistemological spectrum is the positivist tradition which is based on the 
belief that the social world exists externally and objectively and that 
knowledge about the world must be based on observed facts. At the 
opposite end of the spectrum is the phenomenological and naturalist 
viewpoint which is founded on the notion that the world and reality are not 
exterior but are socially constructed and given meaning by people. This 
paradigm developed as a result o f criticisms of the scientific paradigm and 
it application to social science (Reason and Rowan, 1981).
There is a broad conceptual research continuum that has the positivist 
paradigm at one polar position and the naturalist paradigm at the other. To
Chapter 5  -  Page 143
clarify, positivism in research highlights an emphasis on deduction and 
quantitative data and uses highly structured methods.
The positivist approach has tended to use the interpretation of the 
researcher o f hard empiricistic data whereas the interpretative approach has 
been more concerned with the meaning o f the responses and the 
interpretation and categorisation of the data.
Positivism incorporates research that is seen as involving a minimum of 
interpretation and a maximum of facts. The emphasis is placed on 
measurement, causality and experimentation and has its origin in scientific 
research. Positivists have often seen qualitative research as a useful adjunct 
to quantitative research. Halfpenny (1982) described twelve different types 
of positivism. However, the positivistic position that underlines the 
Management Charter Initiative (MCI) in Britain may be summarised as an 
acceptance that there are laws or underlying regularities in the world of 
social affairs. Theories should be based on observational data, and this 
data can be value free and neutral. It adopts the method of the natural 
sciences, seeing no fundamental contradictions between the social and 
natural sciences and assumes that hypotheses can be either verified or 
falsified by adequate research programmes often in accordance with the 
demands of natural scientific rigours. This is supported by Easterby-Smith 
et al (1991) who wrote that "the key idea of positivism is that the social 
world exists externally and that its property should be measured through 
objective methods rather than being inferred subjectively through sensation, 
reflection or intuition", (p.22) The naturalist paradigm emphasises the 
subjective meanings which actors attach to their actions or situations and 
proceeds inductively by emphasising qualitative data and employing 
minimal structure. Between both of these polar positions in the conceptual 
continuum of research methodologies are such methods as survey research.
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field experiments, quasi experiments and critical incidents in actual 
research.
The positivist perspective which seeks a single objective and stable truth is 
not compatible with the socialist, constructionist and naturalist views of 
reality, being flexible fluid and continually renegotiated.
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5.4. The Pilot Study
A pilot study involves a small scale investigation or trial o f the materials and 
methods adopted to achieve the study's general objectives (Johnson and Briggs, 
1988, p.64). In this study four managers were selected for the pilot study each 
representing one of the four grades of hotels in Ireland. The objective of the pilot 
study was to monitor the application of the research instruments and to test the 
approach and structure of the semi-structured interview which was an integral part 
of the research process.
In addition to testing the appropriateness of the questions and the interview 
method, the pilot study also provided experience for the researcher. As an 
outcome of the pilot study the following amendments were made to the design of 
the research study;
1. In the section 'Profile of the Respondent' it was decided to include a 
question on whether or not the respondent was a graduate of an hotel 
school. The pilot study indicated that this may have an influence on the 
choice of critical incidents selected.
2. In the pilot study question one in the questionnaire read, 'Describe a critical 
incident which was a major contribution to the effectiveness o f the 
organisation and/or to your effectiveness as a general manager'. The pilot 
study showed that the word "incident" produced negative images for the 
respondents. Incident was linked with accident; therefore, an incident was 
seen as being negative in terms of outcome whereas the research required 
that the respondent select an incident that was either positive or negative in 
terms of outcome. Therefore, for the main study, question one was 
altered to read: 'Please describe a critical incident /  event or activity in 
which you participated / initiated or responded that was critical to the
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effectiveness of your organisation and /  or your role as the general manager 
of that organisation".
3. Question two in the pilot study asked the respondents to describe the 
competences that they felt contributed to the success of the critical 
incident. Early in the pilot study it became clear that the word 
'competence' was not a widely understood word within the management 
literature in Ireland. It became clear that in the main study this question 
would have to be explained in detail to ensure a quality response. It was 
decided to amend the question for the main study to read; "Please describe 
the competences / skills / abilities /  knowledge / personal strengths / 
competences that you utilised in the execution of the critical incident or 
activity and contributed to its success".
4. In the pilot study it was clear that at the beginning of the interview it was 
necessary to explain the aims and objectives o f the research study, the role 
of the respondent and to continue to provide definitions o f the questions 
without influencing the nature of the answer. This process required the 
researcher to be competent with interview techniques, to be sensitive to the 
respondents, to provide encouragement and support to the respondent, as 
they sought to reflect and comment on their choice of response to the 
questions.
5. The pilot study reinforced the need for the use of audio-tape to record the 
interviews with the respondent, because the data would be rich and wide 
ranging and the setting supported the need for multiple methods for data 
recording, i.e., audio tapes and the notes of the researcher. The pilot 
study indicated that it was useful to do a preliminary 'mock' interview with 
the respondent to make them comfortable with the process in particular
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with the recording of the data. The interview process also required that the 
respondent be informed that the data was confidential.
6. The analysis of the pilot data indicated that the analysis of both qualitative 
and quantitative data would be time consuming and complex. This led to a 
decision to set up a panel of experts, based on the concept of grounded 
theory (Glaser and Strauss, 1967) to analyse o f the data collected through 
question two. The data from question one would be analysed and 
interpreted by the researcher only.
7. Another outcome o f the pilot study was that the duration o f the interview 
would take much longer than anticipated. The respondents needed to be 
aware, even at the appointment stage, that the interview process would 
take between two and two and a half hours to complete. This also had 
implications for the researcher in terms o f the sample and the time 
constraints involved in gathering data across a wide sample.
As a result o f the pilot study the questions were now clear and unambiguous. 
Objectivity was important, as was the avoidance o f any potential bias in the 
question design. Furthermore, the lay out of the questionnaire should be good and 
the sequence of the questions should have a logical order (Gill and Johnson, 1991).
The pilot study prepared the way for the main research study to commence and to 
apply the research instruments and approach to the process of data collection.
Chapter 5  -  Page 148
5.5. Data Collection - Approach and Methods
This section sets out the approach and methods applied to collect the data for each 
of the three phases of this study. The techniques are based on and compliment the 
principle research instruments o f this study, the survey method and the critical 
incident technique.
5.5.1 Phase One
Phase one of the research study involved the development of;
recognised and approved effectiveness criteria for the hotel industry in
Ireland
compilation of this data into a questionnaire / checklist format for 
completion by participating hotels
the posting of this questionnaire to each registered hotel in Ireland, and the 
setting of guidelines to ensure an effective and statistically accurate 
response rate.
The research requirements for this aspect of the study suggested the use of 
quantitative methodology to collect the data and analyse the results in a manner 
which would provide understanding, insight and opportunity for further research in 
this area. Having decided upon the quantitative research method, it was then 
appropriate to select a research strategy which would best accommodate and suit 
this method. It was necessary to include a survey, given the nature of this study, 
coupled with the fact that the instrument was a combination of a checklist and a 
questionnaire.
♦ The Postal Questionnaire as a Research Instrument
For this phase of the study the questionnaire was designed to gather 
quantitative data on the performance of each organisation (Appendix 6).
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The criteria on which the questionnaire was based was derived from the 
National Hotel Industry Review (1993), compiled by Simpson Xavier 
Horwath, which is published annually and provides a recognised 
benchmark for the performance of the Irish hotel industry. It is perceived 
by the industry as being an objective, recognised and approved indicator of 
effectiveness. It focuses on the quantitative elements o f organisational 
effectiveness. Industry norms are stated for a range of general key 
indicators such as occupancy rates, revenue costs, and marketing. (Extracts 
from this report are outlined in Appendix 7). In this study managers were 
asked to insert the performance of their own establishment in the box 
provided opposite each of the performance indicators. To reiterate, the 
purpose of this phase o f the study was to provide a comparison of the 
performance of hotels in the sample to the performance o f the 'top 
performers' in the industry as determined by the Simpson Xavier Horwath 
Report. Eveiy effort was made to ensure that the data provided was as 
accurate as possible. It is not clear the extent to which the managers 
actually completed the questionnaire or whether they sought the 
information from their accounts departments. Confidentiality was an issue 
and a number of hotels contacted the researcher to seek reassurance. The 
confidentiality was provided to protect the anonymity o f both the hotel and 
the sensitivity of the data. These precautions were intended to reduce any 
tendency to provide restricted or distorted data and hence achieve 
maximum validity and reliability.
There were a number of design implications in the process o f data 
collection for this phase of the study. Firstly, it was important to sequence 
questions to ensure a logical and natural order. This was to enhance the 
response rate; low response rates are often a feature o f postal 
questionnaires. Secondly, it was necessary to ensure that the questionnaire 
was accompanied by a letter which provided detailed guidelines for the
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completion of the questionnaire as well as providing an explanation about 
the context of the study. Finally, it was important to consider each 
question as a measure. The questions were both 'open' and 'closed' so that 
the data gathered, formed a statistical analysis of the relationship between 
the independent and dependent variables. Bearing in mind the reliability 
and validity of the measurement scales actually incoded in the questionnaire 
design. Questionnaires were then distributed to five hundred and fifty-six 
hoteliers in the Republic o f Ireland. This was carried out with the support 
of industry representative bodies and individuals within the industry.
♦  Level o f Response
As stated above, the population for this phase of the study was all 
registered and approved hotels in the grade categories A*, A, B* and B. 
There were varying degrees o f response depending on the grade o f hotel. 
Whilst a response rate o f one hundred percent was desired, it was not 
expected. Any response rate below fifteen percent was deemed 
insufficient; consequently, the overall response rate was thirty-seven 
percent and as such was deemed sufficient.
Table 5.3. gives an analysis of the response rate by grade of hotel. As can 
be seen from the table, the sample size and response rates vary between 
hotel grades. In each case the samples are acceptable for analytical 
purposes. The smallest sample is for grade A hotels; however, with 
eighteen hotels participating out of a possible twenty two this sample is 
sufficiently representative to keep sampling error within acceptable limits. 
Similarly, the lowest response rate is for grade B hotels at twenty three 
percent. Since the number in the sample is sufficiently large at thirty-three 
percent, the resulting sampling errors are again within acceptable limits.
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Table 5.3 Analysis of Response By Grade of Hotel
Grade
A*
Grade
A
Grade
B*
Grade
B
Total
Target Population 22 123 175 236 556
Response Level 18 63 75 53 209
Sample
Population (%)
82% 25% 43% 23% 37%
The next stage in the process was to compare the performance of the hotels 
participating in the study against the 'top performer' criteria for their 
particular grade as provided by the Simpson Xavier Report (1993). The 
analysis and results are set out in Chapter 6.
5.5.2. Phase Two and Phase Three
The approach to data collection within the critical incident technique can include 
personal interviews, focus group interviews, and direct or participatory 
observation. The collection method utilised in this study was based on a 
combination o f a questionnaire and a semi-structured interview. Data collected 
through questionnaire and interview are higher in validity and reliability than those 
collected solely by questionnaire. To ensure reliable and valid data and avoid the 
potential for bias, the researcher was competent in interviewing techniques, such as 
questioning, listening and reflection and interview structure. Kotter (1982) 
recognised the difficulty of gaining access to the top level executives, he stated, 
"gaining access and co-operation can be very difficult and time consuming; it is 
infinitely easier to get a group of students or lower level employees to spend 
fifteen minutes filling out a questionnaire than it is to do the typical field study" 
(p.151).
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A key feature of the critical incident technique is that it elicits information on 
incidents / events / activities in such a way that inferences can be made about the 
persona and his or her actions. It is important that the incidents are critical to the 
extent that the objectives of the action are distinguishable and the consequences of 
action are distinct enough to be ascribed a degree of success or failure. By 
concentrating on actual facts rather than opinion, or generalisations, researchers 
are better able to compare personal performance with established criteria. 
(Flanagan, 1963). It is important to gain access and to get close to the phenomena 
to be studied.
In this case the researcher was conversant and familiar with the environment in 
which the study was being conducted. This does, however, lead to the danger that 
preconceived opinions or pre-understandings may affect the collection o f data. 
Also, it was important that the respondents were informed of the critical incident 
technique as the principle research method in this study.
♦  The Questionnaire
It is useful at this stage to discuss the format of the questionnaire used to 
gather the data for phases two and three o f this study; this is outlined in 
Appendix 8.
Section one of the questionnaire was designed to establish the biographical 
data, personal details and the profile of the respondent as the general 
manager of the organisation.
Section two outlined the interview brief and checklist of issues to be 
addressed to the respondent.
Section three comprised open ended questions to allow the respondent to 
describe three critical incidents / events / activities in the context of:
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What happened, when, and where? (Stages/ procedures/ timescale/ 
setting, etc.).
Describe the skills/ abilities/ knowledge/ personal strengths or 
competences that you utilised in the execution of the critical 
incidents and influenced the situation and outcomes.
The questionnaire was designed to include both open and closed questions 
to facilitate the respondent to provide the data required. Bell (1993) 
maintained that the wording of questions is important but is not as critical 
as it is for postal questionnaires. This is because the interviewer can 
rephrase, elaborate and probe as the need arises, thus, the misinterpretation 
of questions can be quickly rectified. A key feature of questionnaire design 
is for the researcher to reconsider each question as a measure. Each 
question has a job to do, and that job is the measurement o f a particular 
variable as set out in the questionnaire speciflcation.
♦  Semi-Structured Interviews
It was decided to use semi-structured interviews, supported by a 
questionnaire of'open' and 'closed' questions to collect data on the 
activities and competences of the respondents. There were several reasons 
for this decision:
The need for there to be clarity and meaningfulness of the data 
gathered, as compared to postal questionnaire only.
The need to ensure full response rate in the sample to guarantee 
representation o f the population o f managers.
The need to provide a comprehensive overview of the aims and 
objectives o f the study to the respondent.
The opportunity to record data on audio tape and in written form 
so as to enhance the data and provide for a rich and objective 
analysis.
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A semi-structured interview is considered most appropriate within the 
critical incident technique methodology, provided that lines of questioning 
are sufficiently open ended to allow scope for exploration of the 
respondent's initial / individual response. The interview does have some 
limitations including the risk that the respondents may 'condition' their 
responses in some way to try to use the interview to enhance their own 
reputations.
This approach, which reflected the emphasis and guidelines of the critical 
incident technique (Flanagan, 1954) and the Behavioural Event Interview 
(BEI) (Boyatzis, 1982) was broadly supported by Schroder (1989) when 
he commented that "in a typical job analysis study, data are collected by 
interview and questionnaire from a variety of sources .... this technique 
ensures that the skills are job relevant and are used to perm the role" 
(p.55).
The advantage of the interview in this study was its flexibility and one 
hundred percent response rate. Often more difficult questions can be left 
to the end of the interview, although this was not possible in this study 
because the questions had a natural sequence to them. In a postal survey 
the whole questionnaire is likely to be disregarded if the respondent 
considers just one question to be awkward or personal. Bell (1993) 
maintained that preparation for interviews is much the same as for 
questionnaires. Topics need to be selected, questions devised, methods of 
analysis considered, and a schedule prepared and piloted. The 
semi-structured interview format for this questionnaire was deemed to be 
appropriate with a number of advantages in that it had a mix o f open and 
closed questions and the opportunity for face-to-face interview. The 
answers to questions could be analysed, compared, contrasted and
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categorised to establish trends and points of agreement or disagreement. 
However, interviews require a high degree of skill to undertake and have 
many pitfalls. In any interview situation the question of bias must be 
addressed. The eagerness of the respondent to please and the interviewer's 
tendency to confirm preconceived notions, are just some of the biases 
highlighted by Bell (1993). The application of the questionnaire through 
the semi-structured interview in the collection of the data for phases two 
and three of this study followed a number of distinct steps and stages as 
follows;
The Interview Sequence
Following an initial approach by telephone, the respondents were sent an 
explanatory letter (Appendix 9), this was followed by a further telephone 
call to enable them to clarify any issues and to arrange a date and time for 
the interview. The focus of the interview was the respondent as the general 
manager o f the organisation. The profile of the respondent is outlined in 
Chapter 7. The organisation in which the respondent was the general 
manager was for the purpose of this study deemed to be an effective hotel 
and a profile of these organisations are set out in Chapter 7. Each 
interview was non-directive and began with a summary of the information 
already given in writing to the respondents. The objectives of the study 
were reiterated; the researcher confirmed the confidentiality of the 
interview and the anonymity of the respondent. The researcher familiarised 
the respondent with the process, tape recorded interviews by way of a 
short rehearsal using both tape recorder and written transcripts. This was 
designed to make the relationship between the researcher and the 
respondent more comfortable and to reduce tension. The interview took 
place in the environment chosen by the respondents, either in their offices 
or in the lounge.
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The research setting dealt with real situations, real people and a real work 
environment. The guidelines for the interview and questionnaire were 
shown to the respondents prior to the formal interview, to enable them to 
become comfortable with the content and parameters within which the 
interview was to be conducted. At this stage of the process the researcher 
took cognisance of the guidelines that emerged from the pilot study and 
these were considered and applied throughout the interview. The formal 
interview began with the researcher asking closed questions related to the 
biographical data and personal profile o f the respondents. Critical 
information here being:
age / gender 
title of job held
number o f years in that position
whether or not they were trained through, and graduates of 
a recognised hotel school
This then led on to question one which required the respondents to select 
three incidents, events or activities which had a significant impact on the 
performance of their organisation or their own personal performance as 
senior managers. The notes for guidance included the fact that they had to 
participate, initiate or respond as participants in those incidents. The 
responses to this question were then recorded on tape by the researcher, 
supplemented by notes and written observations. Before moving on to 
question two, the respondent was given the opportunity to add, comment, 
delete or expand on any o f the information given in response to question 
one.
Question two required the respondents to reflect on and identify the skills, 
abilities, knowledge, personal strengths or competences that they had 
utilised and now possess in the execution of those critical incidents. It was
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important to determine and record the extent to which those competences 
were a contributing factor to their own performances but specifically in 
relation to the successful outcome of the critical incidents.
Both questions one and two were open ended and consequently provided 
the opportunity for the respondents to add issues or comments that they 
felt were not addressed in the format and structure of the interview 
process. Every assistance was provided for the respondents to aid in 
reporting their experiences, incidents, or events, as objectively and 
specifically as possible. To this end some stimulus was provided in the 
early part of the interview through a broad discussion concerning 
leadership, motivation and interpersonal communications. For this to be 
successful it was important that the researcher possess the following 
attributes;
thorough knowledge concerning the managerial activity 
familiarity with the nature o f jobs of those respondents involved in 
the research
extensive training in the application of critical incident technique as 
a research methodology
Each interview lasted, on average, one hour and forty-five minutes. This 
resulted in a bank of data which represented over eighty five hours o f audio 
tapes and two hundred pages of written scripts. This empirical data was 
collected over a period of six months. The issues of reliability and validity 
were important considerations at this stage. As previously stated, 
reliability refers to the reporting and consistently of a measure to 
repeatability, (the probability of obtaining the same result again, if the 
measure were to be duplicated). Validity is the extent to which the 
question measures what it is supposed to measure. Once it was clear that 
the data was valid, reliable and sufficient, a classification system was then
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developed to assist in the analysis of the data. This is presented in 
Chapters 8 and 9.
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5.6. Conclusion
The aim of management research is according to Easterby-Smith et al (1991) "to 
provide a bridge between theory and practice" (p. 11). A number of challenges 
were presented in the design o f this research.
To reiterate:
How to apply organisational effectiveness criteria to the Irish hotel industry 
How to identify the managerial behaviour role, activities and competences 
of managers within those organisations deemed to be effective.
How to identify behaviours and competences and analyse their 
generalisability.
How to accommodate input process and outcome foci within the interview 
schedule.
How to link the qualitative and quantitative data collected in the study. 
How to develop an analysis framework which could assist policy and 
decision-makers in framing profiles of organisations and senior managers in 
the Irish hospitality industry.
This study employed a variety o f methods during the research process, such as, 
surveys, critical incident techniques and interviews. The aim of triangulation in this 
study was to mix methodologies with the intention of overcoming the weaknesses 
of single methods and developing wider perspectives on the data. Fielding and 
Fielding (1986) noted that any one type of data collection method is privileged and 
constrained by its own nature and tends to the collection of a certain type of data. 
The amalgamation of methods in a mixed methodology leads to more valid results 
and a wider perspective o f the phenomena, (Tick, 1979). As a result a rich source 
o f data applicable to individual managers, individual organisations and managers 
across organisations in the tourism and hospitality sector was generated.
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It was felt that inductive methods were more appropriate when an area was at the 
theory building rather than the theory testing stage of its development. It was 
important that something was learned rather than something was proved. Certain 
issues were more in need of description and inspiration than measurement and 
hypothesis testing. This supported the decisions to adopt an essentially qualitative 
rather than quantitative approach to phases two and three of this study.
The focus and approach o f these two phases dictated that a qualitative method was 
more appropriate than a quantitative one. Bryman (1988) recommended that 
"quantitative and qualitative research are each appropriate to different kinds of 
research problem, implying that the research issue determines (or should 
determine) which style o f research is employed" (p. 106). The benefit of the 
qualitative methodology in research is the richness and variety of data which can 
be gathered and the extent to which this allows for different approaches in the 
analysis and categorisation of the data. Qualitative research also allows for the 
data collection methods to be relatively unstructured and open and therefore more 
responsive to the particular circumstances of the research as they occur. 
Quantitative research tends to invoke a perspective which implies that social reality 
is static and beyond the actor (Bryman, 1988). Miles (1980) highlighted the 
problems of qualitative research in terms of its labour intensiveness, problems of 
data analysis, comparability o f data, and methods o f analysis.
This chapter also set out a broad understanding of what 'critical incident' means as 
a general research approach. It was the dominant research instrument in this 
study. In doing so it is presented as a 'middle range' method between technique 
and philosophy. It has the advantage of flexibility in research design; it has the 
ability to fit well into most situations involving behavioural research including the 
abilities:
to span a wide range of substantive issues
to use a variety of modes of data collection and analysis
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to be compatible with both theoretical and applied research scenarios 
to accommodate deductive and inductive led research
Other studies using the critical incident technique or the Behavioural Event 
Interview (BEI) are chronicled in this chapter. As stated earlier, the practical 
application of the research methods and instruments was influenced by the results 
of the pilot study. The chapter concludes with a guide to the process of data 
collection for all three phases of the study and reflects a predominantly qualitative 
rather than a quantitative approach. Only by testing and applying these methods of 
research in the empirical setting is it possible to understand effectiveness as 
evaluators of organisations and senior managers in Irish tourism.
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6.1. Introduction
This chapter outlines the structure, approach and results of the analysis of the 
data through phase one of this study. The analysis sought to determine the 
extent to which a representative sample of hotels were deemed to be effective 
when measured against an approved set of industry performance indicators.
The population and response sample on which the study is based and the 
method o f data collection were outlined in Chapter 5.
To assist in the analysis, a framework was developed in the form of a scoring 
matrix to provide for a reliable and objective measure of performance. The 
research data is interpreted and the findings and results are indicated. The 
appendices provide supporting data and additional information and are 
referenced throughout this chapter. Appendix 7 delineates the scope and 
content o f the performance criteria for the hotel industry as determined by the 
Hotel Industry Review compiled by Simpson Xavier Horwath (1993).
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6.2. The Development of a Framework for Analysis
Cameron (1980) provided a critical guidelines checklist o f six questions that 
researchers should address in order to overcome the problems encountered 
when assessing organisational effectiveness. The checklist is useful because it 
brings together most o f the issues identified in Chapter 2 - A Literature Review 
of Organisational Effectiveness - as being important considerations in the field 
o f successful organisations. The checklist is presented in this chapter rather 
than under methodology, so as to provide a context and a contrast for the 
quantitative approach to the analysis of data under section 6.3.
This checklist is now reviewed to the extent that the process o f data collection 
and analysis in this survey provides the answers to the six critical questions as 
proposed by Cameron (1980).
1. What domain o f activity should be the focus o f the evaluation?
The domain o f activity in this study is the hotel industry in Ireland. 
Hotels are a domain o f tourism. The focus is the performance of these 
hotels against a set of'performance indicators' for each grade o f hotel.
2. Whose perspective, or which constituency's point o f view should be 
considered?
The principal constituent is the most senior manager o f the hotel, who 
by implication will be categorised as effective or ineffective, depending 
on the results of the data analysis.
3. What level o f analysis shoidd be used?
Cameron (1980) suggested that there are at least three broad levels that 
can be considered in evaluating organisations "that of individual 
members, that of groups or sub-units, and that of the overall 
organisation as a unit", (p.76). In this study the level is that o f the 
organisation as a unit, namely, a registered hotel, a position favoured
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by Van de Van and Ferry (1980) and Goodman and Pennings (1977).
Scott et al (1977) and Cummings (1980) advocated analysis at the 
individual level whilst Hirsh (1975) and PfefFer and Salanick (1978) 
suggested analysis at organisational environment level. This is also 
dictated by the scope of the study, the availability of or access to 
relevant data and that it is being carried out in a sub-sector of tourism.
4. What time frame should be employed?
Ideally a longitudinal approach would be appropriate for the 
performance indicators and measures used in this study. However, it 
was not possible and consequently the data is current and represents 
performance outcomes over a one year period.
5. What type o f  data should be used?
The data is objective, current and more quantitative than qualitative and 
represents the performance outcomes for each hotel in the study for the 
period 1992/1993. The data was provided under a number of 
predetermined headings and subsequently compared against the 
industry averages compiled by Simpson and Xavier Horwath (1993).
6. What referent shoidd be employed?
Ideally a referent in this type of study should be similar and comparable 
strategically and organisationally with a high level of internal and 
external validity. The referent used was the Hotel Industry Review 
(1993). This study is empirically derived, diagnostic and outlined the 
industry averages o f hotel performance by grade under a number of 
headings known as 'performance indicators'. This approach and 
referent reflects the fifth alternative as proposed by Cameron (1980) 
when he wrote "Evaluate the organisation on the basis o f the static 
characteristics independent of its performance on certain indicators. In 
this approach, the organisation is evaluated on the basis o f specific 
desirable organisational characteristics." (p78).
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The 'Hotel Industry Review' was compiled by Simpson Xavier Horwath 
(1993). Their annual survey report is accepted by the stakeholders in the 
industry as being the most reliable indicator of effectiveness for the Irish hotel 
industry.
Section 6.3 outlines the results of the comparative evaluation o f data from 
hotels in the study with the industry standards in the Hotel Industry Review.
The focus of the analysis was the information received through the postal 
questionnaire from hotels participating in phase one o f this study. As already 
discussed in Chapter 5 , the postal questionnaire required the respondent to 
outline the performance o f their hotel under a number o f key performance 
indicators. The nine key indicators are;
1. Occupancy Rate
2. Gross Operating Profit (as a percentage of total revenue)
3. Room Revenue (as a percentage of total revenue)
4. Room Operating Profit (as a percentage o f room revenue)
5. Food and Beverage Operating Revenue (as a percentage o f food and 
beverage revenue)
6. Food Costs (as a percentage of food revenue)
7. Beverage Costs (as a percentage of beverage revenue)
8. Employee Costs (as a percentage of total revenue)
9. Marketing Costs (as a percentage o f total revenue)
These indicators were selected from the Hotel Industry Review (1993) as 
measures o f success in the Irish hotel industry. This criteria is also supported 
by industry analysts and individuals and bodies within the Irish hotel industry. 
Dunnette (1963) suggested that organisational performance is 
multi-dimensional and that a single measure o f performance is unsatisfactory 
because it will lead to oversimplification.
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The next stage in the framework was to develop a scoring matrix to provide 
for comparative analysis between the results from the hotels in this study and 
the industry standards for the Irish hotel industry. The scoring matrix and 
guidelines are presented in Table 6.1.
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6.3. Analysis of the Data
The data was analysed using the SPSSX package and involved the use of a 
combination of univariate, bivariate and multivariate techniques. The sample 
was analysed so that the following criteria could be determined;
Effective hotels overall and low performing hotels overall.
Effective hotels and low performing hotels within each category.
The relative performance of hotels under various indicators.
Whether some performance measures are more closely associated with 
specific hotel categories (e.g. the extent to which there are variations in 
performance between individual measures).
Whether any degree o f association exists between performance 
measures.
For the first two criteria hotels were simply ranked on their overall score. The 
third criterion was based on an examination of the percentages of hotels with 
above average performance in the various areas. The last two were based on a 
correlation analysis of the performance measures. Initially, variables were 
graphed against each other to see if any association existed, thereafter a 
correlation analysis was used.
For the purpose o f this study, upper and lower quartile values were used to 
compute the standards and measures of performance for the sample o f hotels 
within the survey, to determine the extent to which they were high performers 
and effective or low performers and less effective.
Quartiles divide the response sample into four equal parts, with the median 
being the middle value. The lower quartile represents that value that separates 
the lowest 25% of the responses from the rest of the sample. The upper 
quartile is the value that separates the highest 25% from the rest o f the sample.
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The reason for using quartile values in this study as opposed to averages or 
medians is to ensure that the benchmark industry standards are at their 
maximum. This ensures that the performance of the hotels within the sample 
which are compared to upper quartile levels are deemed to be operating and 
performing at a high level o f efficiency and effectiveness. Only the most senior 
managers o f these organisations were selected for phases two and three o f this 
study.
As stated earlier each operational performance indicator score was obtained by 
comparing the actual performance of the hotel to that o f the industry standard. 
The relationship between actual performance, the industry standard and the 
operational performance indicators is given the scoring matrix in Table 6.1.
Table 6.1. The Scoring Matrix
Score Hotel Perform ance
1 < = > 40% or more below industry standard
2 < = > Between 20% and 40% below industry standard.
3 < = > Between 0% and 20% below industry standard.
4 < = > Between 0% and 20% above industiy standard.
5 < = > Between 20% and 40% above industry standard
6 < = > 40% or more above industry standard
For the purpose of analysis an hotel is deemed to be under performing if it 
scores three or less for a given performance indicator. It is deemed to have 
standard or above standard performance if it scores four and has above 
standard performance and is effective if it scores above four. The above 
scoring matrix pertains to the profit and revenue based indicators. The scoring 
order was reversed for cost based performance measures, except marketing 
cost, i.e., if an hotel's cost o f food sales as a percentage of departmental 
revenue was more than 40% below average, that hotel would receive a score 
of six.
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The classification data graded five above was achieved through a correlation 
examination of the performance measures. Initially variables were graphed 
against each other to determine if an association existed. Therefore, a 
correlation analysis was employed. Correlation analysis is a statistical tool 
used to formulate the degree of relationship between two variables. The 
association between two variables is measured by the coefficient of correlation. 
This is a figure developed by a formula which takes on values of -1 and 1.
Thus, variables with a correlation value of 0.9 are deemed to have a strong 
association, while two variables with a correlation coefficient o f 0.1 are 
deemed to have a weak or negligible association. The ranking of coefficients 
of correlation makes it possible to ascertain which performance measures have 
the greatest degree o f association.
6.3.1. Analysis of Entire Sample
In this sub-section the relative performances o f the hotels in the different 
performance areas are examined, to ascertain if strong correlation exists 
between any of them. The breakdown by grades (Appendix 10) is supported 
by correlation analysis (Appendix 11). Graph 6.1 shows the percentage of 
hotels that scored above and below the industry standard which was thirty-six.
As indicated, 32% scored equal to or above the industry standard, while 68 % 
scored below the industry standard.
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Graph 6.1 Percentage of Hotels that Scored Above and
Below the Standard
(24.0%)
(76.0%)
If the chosen sample was representative of the population and the scoring 
matrix was perfect, 75 % of the sample would be expected to score below the 
industry standard. The sample was large enough to be representative of the 
population. The inconsistency could be attributed to a combination of 
sampling error and inaccuracies in the recording and scoring processes. It 
must also be considered that the industry standards were developed using a 
sample and that a degree o f sampling error exists. It is likely that any 
inconsistency is due to inaccuracies/errors in the recording and scoring 
processes.
Therefore, the top 25 % of hotels, i.e., those in the upper quartile, are 
fifty-two, i.e. 25% of 209 = 52.25. This means that there are fifty-two hotels in 
the top quartile. Further details are outlined in Appendix 10. Thus, to identify 
the top fifty-two hotels, one simply reads off the hotels up to the hotel ranking 
fifty-two; however, thirteen hotels rank joint forty-five, i.e., no hotel ranks 
fifty-two. Hotels listed by rank between forty-five and fifty-seven all obtained 
the same score and, hence, received the same rank. Because there is no way of 
ordering these thirteen hotels from forty-five to fifty-seven, it is not possible to 
determine which are the top fifty-two hotels.
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Therefore, there are two possible courses of action: (a) take the top forty-four 
ranking hotels to represent the high performers, i.e., exclude hotels which are 
ranked joint forty-five or (b) take the top fifty-seven hotels to represent the 
high performers, i.e., include the hotels which are ranked joint forty-fifth. One 
argument in support o f (b) is that fifty-two is closer to fifty-seven than 
forty-four is. Option (b) was chosen. At this stage it is important to examine 
the scores of the various ranked hotels. The top fifty-seven ranking hotels all 
score thirty-seven and above (Appendix 10). The top forty-four ranking hotels 
all score thirty-eight and above. The industry standard was calculated to be 
thirty-six. By taking hotels which scored higher than this, it was assumed that 
these hotels are deemed to be effective. By choosing the option which most 
closely resembled the top percentile, this precaution eliminated any bias in the 
data.
Graph 6 .2 gives a visual interpretation of the variance within the scores:
Graph 6.2 Variance o f Hotel Scores (Entire Sample)
m
Less than 27 27 - 35 36 - 44
Scoring Range
Greater than 44
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As may be seen from the graph, the majority o f the hotels scored between 27 
and 44. An hotel's actual performance is compared to the industry standard 
within its own grade. Thus, the fact that there are no grade C hotels in this 
survey would not render it biased.
Graph 6.3 presents a diagrammatic representation of the percentage of hotels 
that scored at or above the industry standard.
Graph 6.3 Percentages of Hotels that Scored Standard 
or Above in Each Area
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Operational Performance indicators
The graph was used to examine the relative performances of the hotels within 
the different indicators, against the industry standards. O f the hotels sampled 
68% scored equal to or above the industry standard in the occupancy
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performance area, while the figure for profit was 76 %. This compares with 
only 46 % scoring greater than or equal to the industry standard in the room 
profit performance area. This indicates room profit is not too strongly related 
to overall profits. Sixty-six % of the hotels scored above standard in the room 
revenue performance area. This figure is high when compared to room profit. 
This is an indication that the costs associated with the room performance area 
may be high.
Employee cost is the poorest performance area with only 41 % of the hotels 
reaching the industry standard or higher, which may explain the difference in 
performance between room revenue and room profit. The food and beverage 
profit performance area, at 67 %, was closer to the overall profit score than the 
room profit score, i.e., other areas of hotel operation combined to outperform 
room profit. The scores given in the graph are not representative of actual 
magnitude but of relative performance in relation to the industry standard.
The main areas o f concern for the hotels sampled are in employee costs, room 
profit and marketing cost. It is quite possible that by resolving the employee 
cost problem, room profit performance will rise somewhat. Only 56 % of the 
hotels scored equal to or above the industry standard for the marketing 
performance area rendering it the third weakest performance area on average.
Correlation
The Correlation Analysis for the performance indicator scores are outlined in 
Appendix 9 and indicate that the strongest correlations had the total score in 
one of the operational performance indicators. The operational performance 
indicators that had the highest correlation were "food and beverage profit" and 
the "total score" (first), "profit" and the "total score" (second), and "room 
profit" and the "total score" (third). This indicates for the overall sample that 
the operational performance indicators which had the most association with the 
overall score are as stated above.
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There was a small degree o f correlation found between occupancy, room 
revenue and profit. However, there was no notable correlation between room 
profit and overall profit. Further, the correlation figure between food and 
beverage profit and profit was stronger than that for room profit and profit. 
There was a stronger relationship found between occupancy and overall profit 
as opposed to occupancy and room profit. This suggests that, on average, the 
sampled hotels were relatively better performers in the other areas of hotel 
business and relatively poorer in the room profit area.
6.3.2 Analysis of High Performing Hotels versus Poor Perform ing Hotels
In this sub-section, the sample is broken into three main performance groups, 
upper percentile, lower percentile and the middle performing hotels. The 
hotels which represent the upper and lower quartile groups are identified and 
examined. The top 57 hotels corresponded to all the hotels that scored more 
than 36 in their total score. These hotels are taken to represent the top 25 % 
of hotels. The bottom 63 hotels corresponded to those hotels that scored 
under 31 overall. The bottom 63 hotels is the closest discernible category to 
the bottom 25 % of the sample. The relative performances o f the hotels in the 
different operational areas are examined. The different performance areas are 
examined to ascertain if strong correlation exists between any o f them.
Table 6.2. gives a breakdown o f the constituents of the three performance 
groups.
Table 6.2 Constituents of the Three Performance Groups
Hotels in Sample Ireland A" A B* B
High Performing 57 6 13 23 15
Middle Performing 89 11 12 32 24
Poor Performing 63 1 28 20 14
Sample Size 209 18 63 75 53
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The hotels that scored above 36, i.e., those taken to represent the upper 
quartile, are examined first. Graph 6 .4 gives a breakdown of the hotels' 
performance in each area. The figures represent the percentage of high 
performing hotels that score standard or above the industry standard.
Graph 6.4 Percentages of High Performing Hotels which 
Score Standard or Above the Industry Standard 
in Each Area (Upper Percentile)
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All of the fifty-seven hotels included were chosen on the basis that their overall 
score was greater than the industry standard. All the hotels performed well in 
the profit area. Profit and room profit are the joint highest performance area 
after overall score. The performance scores pertaining to employee cost and 
room profit are the poorest.
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The sixty-three hotels that scored below thirty-one, i.e., those that were taken 
to represent the lower quartile, are set out in Graph 6.5. which provides a 
breakdown of the hotels’ performance in each area.
G raph 6.5 Percentages o f Low Performing Hotels which Score 
Standard or Above in Each Area (Lower Percentile)
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Operational Performance Indicators
The poorest areas of performance are employee cost with food and beverage 
profit (eight), room revenue (seventh) and room profit (sixth). Thus, it may be 
seen that in lower performing hotels, food and beverage performance is below 
that of room profit In the other categories (except for Grade A*) the opposite 
was the case. It should be noted that relative to the other areas, occupancy 
and profit fair well, which is a consistent feature of all o f the results. Another 
consistent feature of the data has been the poor performance of the hotels in all 
grades in the employee cost indicator.
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Correlation
The correlation matrix for hotels scoring above thirty-six in the overall score 
appears in Appendix 11. There are no significant correlations in this matrix. 
The only figures which approach significance are those for room profit and 
total score and food cost and total score.
The correlation matrix for those scoring below thirty-one in the overall score is 
also outlined in Appendix 11. There were no significant correlations in this 
matrix. The only figures which approach significance were those for profit and 
total score, occupancy and total score, food and beverage profit and total 
score.
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6.3,3 Analysis of Grade A* Hotels
In this sub-section, the eighteen Grade A* hotels are examined in relation to 
rank. The relative performances of the hotels in the different performance areas 
are examined, to ascertain if strong correlation exists among any of them. 
Graph 6.6 shows the percentage o f hotels in this grade that scored above and 
below the industry standard score which was thirty-six.
Graph 6.6. Grade A* Hotels Above and Below the Industry Standard
(33.0%)
S  33% Scored 36  or above  
■167%  scored  below  36
(67.0%)
Out of the twenty-two A* hotels in Ireland , eighteen o f these were in the 
sample, i.e., the sample size in this stratum is near to the population size. 
Hence, the chosen sample is deemed to be representative o f the population, 
and, as such, there should be negligible sampling error associated with it. 
Therefore, 25 % of the sample were expected to score above the industry 
standard, however, 33 % did. 25% of eighteen is 4.5, therefore, the expected 
number to score above the industry standard was four or five. Instead it was 
six. It is likely that inaccuracies occurred during the recording of the data on 
which the scores are based. The fact that of the sample of eighteen, six scored 
above the industry average as opposed to five or four could have been caused 
by one inaccuracy or recording error.
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G raph 6.7 Frequency Breakdown of Hotel Scores (A* Category)
14
12
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o 8
Less than 27 27 to 35 36to44
Scoring Range
Greater thai 44
Graph 6.7 indicates that performances in this category are not particularly 
varied, i.e. no hotels scored below 27 or above 44. Normally a reasonable 
amount of variation is expected in the score. This indicates that hotel 
standards within this category are close to each other, i.e., performance and 
competition in this sector is close.
Table 6.3 provides a breakdown of all grade A* hotels in each performance
area. The figures represent the eighteen hotels fi’om the sample of two hundred
and nine that score above or below the industry standard.
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Table 6.3 Performance Breakdown for Grade A* Hotels 
in the Sample
Operational
Performance
Indicators
Percentage of 
G rade A * Hotels 
with below 
standard scores
Percentage of 
G rade A* Hotels 
with standard  & 
above standard 
scores
Occupation 0 100
Profit 6 94
Room Revenue 0 100
Room Profit 11 89
Food & Beverage 
Profit
33 67
Food Cost 56 44
Beverage Cost 39 61
Employment Cost 89 11
Marketing Cost 33 67
Overall 67 33
Table 6.3. indicates that the hotels in this category are performing reasonably 
well. The only two areas where poor performance exists are in the employee 
cost area and in the food cost area. The hotels in this stratum perform 
relatively well in the area of marketing cost and room profit exceeds food and 
beverage profit performance.
Correlation
The Correlation Matrices (Appendix 11) for both Grade A* and the entire 
sample had some features in common. Profit and food and beverage profit 
were strongly correlated with the overall score; however, there are differences. 
Room revenue has a negligible correlation with overall score, while marketing 
cost has a strong correlation figure with it. There was a significant correlation 
found between profit and marketing cost, i.e., as marketing cost rose so did 
profit and vice versa. This means that, in this stratum, hotels with low 
marketing costs would be expected to have low profit performances as well.
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This was the only significant correlation figure found which did not involve 
overall score. While the areas of profit and employee costs would be expected 
to be critical factors in overall performance, marketing cost was also revealed 
to be important.
6.3.4. Analysis of Grade A Hotels
In this section, hotels in the grade A category are examined in relation to rank. 
The relative performances of the hotels in the different performance areas are 
examined to ascertain if  a strong correlation exists between any of them. Graph 
6.8 provides a breakdown of the Grade A hotels that scored above and below 
the industry standard score.
Graph 6.8 Grade A Hotels Above and Below the Industry Standard
(24.0%)
H24% Scored 36 and above 
H  76% Scored below 36
(76.0%)
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In this stratum the number of hotels performing below the industry standard is 
closer to the expected 75 %. The 1 % difference between the actual amount of 
hotels scoring above industry standard and the expected amount of hotels 
scoring above industry standard can be explained by sampling error.
Graph 6.9 indicates that there was a reasonable amount o f variance with in the 
stratum scores. This is normal and was expected. There appears to be little or 
no bias in the amount of hotels scoring above and below the industry standard.
G raph 6.9 Frequency Breakdown of Hotel Scores (Grade A Category)
Less than 27  27-35 36-44 Greater than 44
Table 6 .4 gives a breakdown of the overall performance of the sample in each
area. The figures represent the percentages of hotels with scores which were
above or below the industry standard.
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Table 6.4 Performance Breakdown for Grade A Hotels in the Sample
O perational
Perform ance
Indicators
Percentage of 
G rade A Hotels 
with Below 
Standard Scores
Percentage of 
G rade A Hotels 
with S tandard & 
Above S tandard 
Scores
Occupancy 34 66
Profit 37 63
Room Revenue 40 60
Room Profit 68 32
Food & Beverage 
Profit
47 53
Food Cost 45 54
Beverage Cost 26 74
Employment Cost 73 27
Marketing Cost 58 42
Overall Costs 76 24
The poor performance areas in this stratum are employee cost, room profit and 
marketing cost. Employee cost proves the poorest area o f performance. The 
performance in any single performance area is better than the overall 
performance which indicates that many hotels that do not perform above the 
industry standard overall do so in some areas o f their operation.
Correlation
The correlation matrix for grade A hotels is set out in Appendix 11. As in the 
matrix for all the hotels, this matrix indicated that the were strong correlations 
between total score and most of the individual operational performance 
statistics. The strongest of these was between food and beverage profit and 
total score. Only the figures for marketing cost, beverage cost and employee 
cost were not considered significant.
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6.3.5. Analysis of Grade B* Hotels
In this section, hotels in the grade B* category are examined in relation to 
rank. The relative performances o f the hotels in the different operational areas 
are examined. The different performance areas are examined to ascertain if a 
strong correlation exists between any of them.
Graph 6.10 indicates the Grade B* hotels that scored above and below the 
industry standard score of thirty-six.
G raph 6.10 Grade B* Hotels Above and Below the Industry Standard
(64.0% )
H 64% Scored below 36  
o  36% Scored 36 and above
Approximately 25 % of the stratum were expected to score above the industry 
standard, 36 % actually did. This is attributed to errors/inconsistencies in 
recording and scoring processes and to possible changes that may have 
occurred in the industry standards since they were developed. Sampling error 
may also account for a small proportion of this inconsistency.
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Table 6.5 gives a breakdown of the hotels' performance in each area. The 
figures represent the percentage of hotels which score above or below the 
industry standard. A detailed breakdown is available in Appendix 10, and 
gives the individual scores and ranks of the hotels.
Table 6.5 Performance Breakdown for Grade B* Hotels in the Sample
Operational Performance 
Indicators
Percentage of Grade 
B* Hotels with Below 
Standard Scores
Percentage o f Grade 
B* Hotels with 
Standard & Above 
Standard Scores
Occupancy 24 76
Profit 16 84
Room Revenue 23 77
Room Profit 53 47
Food & Beverage Profit 27 73
Food Cost 39 61
Beverage Cost 39 61
Employment Cost 53 47
Marketing Cost 44 66
Overall Costs 64 36
Correlation
The correlation matrix for grade B* hotels is given in Appendix 11. There 
were strong correlations found between total score and some o f the other 
operational performance statistics as in previous correlation matrices. The 
areas that had significant association were room profit and total score and food 
and beverage profit and total score. No other significant correlations were 
found in this stratum. While food and beverage profit and room profit had a 
significant correlation with total score, profit itself did not have a 
strong/significant association with the total score.
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6.3.6. Analysis of Grade 13 Hotels
In this section Grade B hotels are examined in relation to rank. The relative 
performances o f the hotels in the different operational areas are examined to 
ascertain if a strong correlation exists between any of them. Graph 6.11 shows 
the percentage of Grade B hotels scoring above and below the Industry 
standard score.
G raph 6.11 Grade B Hotels Above and Below the Industry Standard
(65.0% )
B  65% Scored below 36 
a  35% Sœ red 36 or above
(35.0%)
The sample size for this stratum was deemed sufficiently large on which to 
base conclusions. It should be noted that the sample size in this stratum is 
smaller than in the other strata; hence, there would be a greater amount of 
sampling error associated with the conclusions drawn.
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Graph 6.12 Spread of Hotel Scores (Grade B Category)
L ess than 27 27 to  35 36 to  44
Scoring Range
Greater than 44
Graph 6.12 indicates that there is a reasonable amount of variance within the 
scores in this sector. Apart from the upward bias discussed earlier, there 
appear to be no other abnormalities in the sector. The majority o f total scores 
range between twenty-seven and forty-four which was expected.
Table 6.6 gives a breakdown of the performance of Grade B hotels in each
area. The figures represent the percentage of hotels that scored above or below
the industry standard.
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Table 6.6 Performance Breakdown for Grade B Hotels in the Sample
Operational
Performance
Indicators
Percentage of G rade B 
Hotels with Below 
Standard  Scores
Percentage of G rade 
B Hotels with 
Standard & Above 
Standard Scores
Occupancy 50 50
Profit 25 75
Room Revenue 54 46
Room Profit 52 48
Food & Beverage 
Profit
28 72
Food Cost 26 74
Beverage Cost 33 67
Employment Cost 43 56
Marketing Cost 30 70
Overall Costs 65 35
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G raph 6.13 Percentages o f Grade B Hotels that Score Standard 
or Above in Each Area
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Operational Performance Indicators
Graph 6.13 presents a diagrammatic representation of columns one and three 
of Table 6 . 6 . In the preceding tables the areas of occupancy, profit and room 
revenue tended to be the best areas of performance. In the Grade B hotels 
room revenue and occupancy get a poor rating, however, profit gets a high 
rating. This indicates that revenue from rooms and occupancy do not have as 
large an impact on profit when compared to the other hotel grades. The three 
best performing areas in the above graph are profit, food cost and food and 
beverage profit.
The Hotel Industry Review (1993) reported that room operating profit as a 
percentage of total sales was 8.6 % for this grade while the relevant figure the 
food and beverage department was 17.7 %. Hence, Grade B hotels differ from 
the others in that room profit is less important than food and beverage profit in 
relation to overall profit. Thus, it may be seen that the high performance of 
the hotels in the food and beverage area is reflected in their high performance
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in the profit area. Marketing cost performance in this area is very good when 
compared to the other grades, as is employee cost performance. There may be 
other important factors that contribute to profit performance in lieu of room 
profit performance. This combined with the stated information from the 
Hotel Industry Review (1993) indicates that this sector has different priorities. 
In the previous grades, room operating profit was the single most important 
area of performance in relation to profit. Many hotels did not perform well in 
this area relative to the industry standards. In this grade food and beverage 
profit was the single most important area of performance in relation to profit 
and many hotels performed well in that performance indicator.
Correlation Comment
Appendix 11 details the correlation matrix for Grade B hotels. A high 
correlation was found between total score and seven of the other operational 
performance statistics. Total score is calculated from the sum of the other 
operational performance statistics. This phenomenon has been seen in each 
correlation matrix examined. Profit (1) had the strongest correlation with total 
score followed by food and beverage profit (2), room profit (3), employee cost 
(4), occupancy (5), room revenue (6) and marketing cost (7). The only other 
significant correlation found was between profit and room revenue.
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6.4. Conclusion
This section presented the framework for the analysis of the data for phase one 
of the study. A quantitative approach was chosen to outline the findings and 
the results o f the analysis. The application of quartiles to score the data 
provided the opportunity to select those hotels that scored in the upper quartile 
as being top performers in their grade and by implication 'effective hotels'. A 
total of fifty-seven hotels out o f a sample o f two hundred and nine were in this 
category. The sample is representative and the data collection and analysis was 
both reliable and valid. The nine performance indicators were based on the 
Hotel Industry Review (1993). These were recognised and acceptable as being 
critical success factors in the Irish hotel industry. The objective o f phase one 
of this study was to identify the top performing hotels in Ireland and 
subsequently to include the most senior manager of each hotel in phases two 
and three. The profile of these effective hotels and their managers is set out in 
Chapter 7. The scoring matrix proved to be effective for the purposes of the 
study. The scores may only yield information pertaining to relative 
performance, they cannot yield actual performance information; therefore, 
while it may be apparent that an hotel is performing well in a certain indicator, 
it may not be apparent how important that area is. Correlation analysis was 
used to highlight closely related performance statistics.
Stringent and methodical measures were carried out to guard against sampling 
errors and errors in the recording and coding processes.
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7.1. Introduction
This chapter provides two distinct sets of data:
1. A profile of forty-eight hotels as effective organisations selected from 
the fifty-seven hotels deemed to be effective as a result of phase one of 
this study.
2. A demographic profile of the senior managers of those hotels compiled 
from the biographical data gathered prior to the commencement of 
phase two of the study.
Both sets of data provide the backdrop for phase two and three of this research 
and apart from the information detailed in this chapter further references will be 
made to both sets o f data, particularly in Chapters 8 and 9.
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7.2 Profile of the Hotels as Effective Organisations
7.2.1. Background
In the previous chapter, section 6.3. details the fifty-seven hotels deemed to be 
'top performers' and, therefore, effective organisations within the Irish hotel 
industry. It also highlights the fact that the managers of nine of those hotels 
were unable to participate in the remaining stages of this research study. Apart 
from the data on the effective hotels outlined in Chapter 6, it is now useful to 
provide a comprehensive profile of the forty-eight establishments selected for 
phases two and three of this study. The majority o f these hotels can be 
described as privately owned, dependent on domestic and foreign tourist 
markets, deriving some business from the business and leisure markets, 
employing fifty or less employees, located in the main tourist regions and are 
year round operations.
These hotels are considered top performers in their respective grades. 
Consequently the most senior managers of these hotels are responsible for the 
performance of their organisation and by implication can also be categorised as 
top performers and effective.
7.2.2. Analysis of the Hotels by G rade
Table 7.1. outlines the total number o f hotels in phase one of the study, it also 
shows the breakdown of the 'top performing' hotels by grade. Grade B* 
provides the greatest number of hotels (23), followed by Grade B (15), Grade 
A (13), and the lowest number of any one grade is in Grade A* (6). It 
highlights the analysis of the forty-eight hotels that participated in phases two 
and three of the study. Of the nine who were not available, four had left their 
organisations, two were ill at the time of the study, one was transferred to 
another hotel, and one was promoted to area manager. All nine were in the 
Grade B* and Grade B category hotels.
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Table 7.1. Hotels by Sample Size and Analysis of the 'Top Performers'
G rade
A*
G rade
A
Grade Grade
B
Total
Hotel Sample Size 18 62 75 53 209
'Top Performers' as a result 
o f Phase One of the Study 6 13 23 15 57
'Top Performers' in Phases 
Two and Three of the Study 6 13 17 12 48
The distribution of these hotels within Ireland is set out in Figure 7.1. From 
this figure it can be seen that seventeen o f the hotels are located in cities or 
main towns, predominantly in Dublin, Cork and Galway. Thirty-one o f the 
hotels are located in rural areas, predominantly in counties, Kerry, Cork and 
Limerick.
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7.2.3 Ownership of Hotels
The heaviest concentration of private ownership is in the lower grade hotels, 
100% of the Grade B hotels and 91% of the Grade B* hotels. Two factors 
would account for this. Firstly, the high establishment costs required for hotels 
suitable as Grade A* and A status are often prohibitive for private investors. 
This point is borne out by the fact that 39% of Grade A* hotels surveyed are 
privately owned, only one is individually owned, the remainder are held by 
consortia.
Graph 7.1. Ownership Analysis By Hotel Grade
GRADE
Secondly, the low profitability levels associated with Grade B* and B hotels do 
not make these properties attractive as investment portfolios for larger groups. 
(In 1992 percentage of sales were 5 .5% for grade B* and 0.8% for Grade B 
hotels.) Only 9% of Grade B* hotels and 0% of Grade B hotels are group 
owned.
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7.2.4 Types of Business Markets
The business mix portfolio o f hotels in the study is worth noting as it highlights 
some key problems inherent in the Irish hotel industry.
Graph 7.2. Breakdown o f Business Markets (All Grades)
B  Holiday / Leisure 
B  Corporate 
B  Conference 
a  Commercial
Markets
Note; % total > 100 as some hotels are involved in more than one type of txjsiness
The high dependency of the Irish hotel industry on the holiday/leisure market 
has left it susceptible to the fluctuations in demand. The volatile nature o f the 
holiday market, in particular, to economic and political factors has had a 
negative impact on performance. The characteristics of the product and market 
mix of the hotel influences the nature of management activity and consequently 
the competence profile of the management team and the skills portfolio o f the 
operational employees.
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7.2.5. Number of Rooms
78% of the hotels surveyed are medium to large scale operations, i.e., 32 
rooms plus. This is shown on a grade by grade basis in Graph 7.3.
Graph 7.3. Number of Hotel Rooms - Analysis By Grade
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38% of the Grade A* hotels surveyed have between thirty-two and 
seventy-five rooms, with 44% having over one hundred rooms. 
However, the majority of Grade A* hotels with over one hundred 
rooms are based in urban areas. Over 87% of Grade A* hotels have 
over thirty-one rooms. Taking Grade A* and Grade A hotels together 
it can be seen that they are predominantly medium to large size 
establishments, which reflects the need to achieve the volume of 
turnover / profit to satisfy the expectations of stakeholders. Grade B* 
and Grade B hotels contrast with the higher grades in that 85% of the 
Grade B* hotels have less than seventy-five rooms; all Grade B hotels 
have less than thirty-one rooms.
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7.2.6. Number of Employees
The number of employees per establishment is determined by the overall size of 
the operation, as indicated in Graph 7.4.
G raph 7.4 Number of Hotel Employees By Grade
O 60
GRADE
Grade A* and Grade A hotels have the highest employment levels 
particularly in the larger scale operations with 47% to 55% of industry 
employment being in hotels with over 50 rooms. The opposite holds 
true for hotels in the Grade B* and Grade B categories with 94% to 
100% o f the employment being in hotels with less than fifty rooms.
The employment trend of hotels in the Grade B* and Grade B 
categories is seasonal. 67% of the hotels in these categories operate in 
areas where the main attraction is tourism and the season is clearly 
defined.
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7.3. Profile of the Hotel Managers
7.3.1. Background
For the purpose of phases two and three o f this study it was necessary to 
include the senior managers of hotels in the 'top performer' category and 
deemed to be effective. They are referred to as the 'respondents'.
As stated earlier the focus o f this study was to determine the nature of the 
activity and practices of the effective manager and to identify associated 
competences in terms of personal attributes, skills, knowledge, personal 
strengths and abilities that the manager possessed and utilised in the execution 
of those critical incidents, events or activities.
When it comes to grades of management, the notion of seniority is that of 
having much greater autonomy in deciding how the organisation is going to 
succeed. The emphasis is on proposing or suggesting how to do things and do 
so in a way that draws together the interacting resources and systems. At the 
outset it is important to restate the operational role of the most senior manager 
of each of the hotels as defined in the study:
They should have sufficient responsibility for developing, implementing 
and monitoring key policies and strategies.
They should control and expand the operational resources of the 
organisation.
They should plan and manage change.
They are likely to have the title of General Manager, Owner /  Manager, 
Managing Director.
Finally, there had to be some evidence that they were performing well in their 
job. (Kotter, 1982).
The fact that the respondents in the survey were all the most senior managers 
of their hotels was evidence that they were performing well and contributors to
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the effectiveness and efficiency of their organisations. As stated earlier the data 
was collected through the ' closed' set of questions in the questionnaire prior to 
phase two of the study. From this data it is possible to highlight a number of 
key features of the respondents in this study.
7.3.2. Age Profile
The profile of the respondents is detailed in Appendix 13. A number of 
interesting points emerge from the data. 72% of the respondents are over 
thirty years of age, and 83% have been in a senior management position in the 
hotel industry for greater than four years. This may impact positively on the 
career paths of younger managers looking to progress within the industry. 
None of the respondents was under twenty years of age. Table 7.2 shows that 
twenty respondents fall into the thirty to thirty-nine age category, and fifteen 
were over forty but under fifty years of age. Thirteen respondents, eight males 
and five females, had achieved senior management status at between twenty 
and twenty-nine years of age.
None of the respondents were over the age o f fifty.
Table 7.2. Age Profile o f Respondents By Gender
Age
Range
Num ber
of
Respondents
Num ber
of
Males
Num ber
of
Females
0 - 1 9 0 0 0
2 0 - 2 9 13 8 5
3 0 - 3 9 20 18 2
4 0 - 4 9 15 15 0
5 0 - 5 9 0 0 0
Total 48 41 7
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7.3.3. Jot) Title
A common denominator among the respondents was that they held the most 
senior management positions in their respective hotels. They were asked to 
categorise their current job title as, general manager, owner/manager, or 
managing director. The responses are set out in graph 7.5.
Graph 7.5. Job Title (Including Gender Breakdown)
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The data shows that only eleven (23%) of respondents own and manage their 
hotels. This reflects the high start up costs for potential entrepreneurs in 
tourism, as well as poor levels o f return on investment, particularly in the hotel 
sector. Ownership by males was 19.6% compared to females at 14.3%.
A total o f twenty-five (52%) of respondents operated under the job title of 
'general manager' and the remaining twelve (25%) under the job title of 
'managing director'.
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7.3.4. Hotel School Training
The analysis of the forty-eight respondents under this category is shown in 
Table 7.3, which indicates that nineteen (39.6%) received formal or hotel 
school training prior to entering the industry. This compares with twenty-nine 
(60.4%) who indicated that their training was solely industry based, supported 
by attendance at short courses and seminars.
However, o f the nineteen who received hotel school training, eleven (58%) 
were in the twenty to twenty-nine age category. This compares with 
twenty-two (77%) of those who did not receive formal training being over the 
age of thirty. Hotel school graduates attain senior management positions in the 
industiy at a younger age level than those who were trained within industry.
In terms o f gender, the data shows that three female managers attended hotel 
school and the remaining four did not. A total o f sixteen males were graduates 
and the remaining twenty-five were trained in industiy.
In terms o f careers, the data indicates that twelve graduates are employed in 
the Grade A* and A categories of hotels, one graduate is employed in the 
Grade B category, and six in Grade B* hotels. It is clear from Table 7.3. that 
the general managers o f Grade A* and Grade A hotels are more likely to be 
hotel school graduates than their counterparts in Grade B* and B Hotels.
Table 7.3. Hotel and Non-Hotel School Graduates by Grade
Hotel
G rade
Num ber of 
Respondents
G raduates Non- G raduates
A* 6 3 3
A 13 9 4
B* 18 6 12
B 11 1 10
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7.3.5. Gender Balance
The results indicate that the industry is male dominated in senior management 
positions. Of the forty-eight candidates surveyed forty-one were male, while 
seven were female. Only two females held senior positions in either a Grade 
A* or Grade A hotel. The remainder held posts in Grade B hotels only.
7.3.6. N um ber of Years in Senior M anagem ent Position
Data obtained in the questionnaire is highlighted in table 7.4. This was designed 
to determine the length o f service o f the respondents in a senior management 
position in the industry, including their current position
Table 7.4. Length of Service in Management Position
N um ber of Years 
in Senior M anagem ent Position
N um ber of 
Respondents
Less than or Equal to three years 8
Greater than three year but less than eight years 17
Greater than eight but less than twelve years 18
Greater than twelve but less than sixteen years 4
Greater than sixteen years 1
Eight respondents have less than four years service in a senior 
management position in the industry (i.e., managing director, general 
manager or owner/manager).
The majority o f respondents held senior positions between four and 
twelve years in industry.
None of the female respondents had held a senior management position 
in the hospitality industry for more than six years.
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7.4. Conclusion
This chapter provides a broad understanding o f the key research subjects in this 
study, namely, hotels as effective organisations and their most senior managers. 
The forty-eight managers deemed to be effective within the Irish hotels industry 
and referred to as respondents are profiled along with the organisations they 
represent and in which they are employed as either general manager, managing 
director or owner/manager. The profile o f the respondent and the 
characteristics of their hotels are major influences on the types o f critical 
incidents proffered by the respondents as contributing to their overall 
effectiveness.
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8.1. Introduction
This chapter outlines the key findings and results of the data collected during 
phase two of this study. The chapter is divided into two parts. The first 
section outlines the selection o f a framework for analysis o f the data gathered 
through the critical incident research method. The second section sets out the 
key findings emerging from the application o f that analytical framework to the 
data. Specifically, the data consists of the responses to question one in the 
questionnaire used in the semi-structured interview as part o f the critical 
incident research method. (Appendix 8). "Please outline and describe in detail 
three critical incidents / events / activities / that occurred within the past year 
and had a significant influence or impact on your organisation and on your role 
as the general manager, managing director, owner/manager o f that 
organisation." Each respondent was required to provide three separate 
scenarios as answers to this question and were reminded that they should 
include the extent to which they initiated, participated or responded in the 
context of the incidents.
Consequently, a total o f one hundred and forty-four critical incidents were 
recorded from the forty-eight respondents in the study. They were eligible for 
phase two o f the research, because they were the general managers of effective 
hotels as determined through phase one o f the research. Chapter 5 outlines the 
process of collecting and recording the critical incident data. This chapter 
deals with the process o f transcribing that data from audio tapes and from 
written notes.
The process of analysis and interpretation is central to research design. Patton 
(1978) pointed out that "analysis and interpretation are conceptually separate 
processes; analysis is the process of bringing order to the data, and organising 
what there is into patterns, categories and basic descriptive units.
Interpretation involves attaching meanings and significance to the analysis, 
explaining descriptive patterns and looking for relationships and linkages 
among descriptive dimensions." (p. 144).
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The critical incident technique, by its nature, involves the collection of 
multi-dimensional data using a range of research instruments and methodology. 
Therefore, it is necessary to classify and categorise the data prior to detailed 
analysis. Categorisation implies the use of judgement. Flanagan (1954) 
supported the notion that the process o f classifying data from critical incident 
research is relatively subjective and indicative. He wrote "once a classification 
system has been developed for any given type o f critical incident, a fairly 
satisfactory degree of objectivity can be achieved in placing the incident into 
defined categories" (p.38).
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8.2. The Development of a Framework and the Analysis of the Data
This section focuses on the framework developed for the classification and 
categorisation o f the critical incidents . One hundred and forty-four incidents 
were recorded during the interviews, which represented the managerial activity 
and practices of the respondents, albeit bounded by limitations o f the range, 
scope and content of the three incidents that they selected. The objective was 
to analyse this data to determine the extent to which it reflected the nature of 
management practices within effective hotels in Ireland.
Flanagan (1954) reminded researchers that the aim of research analysis is to 
increase the influences of data while sacrificing as little as possible o f its 
comprehensiveness, specificity and validity. He also advised that in research 
one must:
1. Select a general framework for the analysis of the incidents. A 
classification system is required to present the 'on the job' behaviour 
under headings that represent well marked phases o f the job.
2. Select a framework simple enough to be learned by supervisors.
3. Formulate categories inducted from the basic data This process 
requires insight, experience and judgement and involves defining and 
redefining.
4. Weigh the advantage o f the specificity achieved in some incidents 
against the simplicity o f a relatively small number of headings.
Therefore, the process of developing a framework for analysis o f the critical 
incidents involved four stages:
Stage One
Stage one involved the identification of key sentences and/or word groups to 
reflect the information given by the respondent in the interview process. This
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process required refinement in the transcription o f the data from the audio 
tapes and from notes. To do so, it was necessary to extract key trends, topics, 
subjects and work activities. Inherent in the selection process was the 
assumption that the respondents provided incidents that reflected their own 
roles and, therefore, aspects o f their jobs which they perceived to be significant. 
Thus, the incidents reflected the current perceptions of the respondents of their 
jobs as managers. In this, each incident was encapsulated in a single sentence 
or statement and then referenced by number to the respondent. Although 
difficult and time consuming there really is no satisfactory alternative to 
recording and fully transcribing qualitative research interviews (King, 1994)
Stage Two
The second stage in the process was to interpret what the data was saying and 
to identify the managerial activity within the incident statement. Following the 
analysing, checking and redefining, the critical incident data was then classified 
under either one or two headings:
1. Managing the Operations
2. Managing the Business
These main classifications were then divided into sub-classifications to provide 
a more representative picture o f the data and to ensure that it was 
unambiguous, relevant and reflected the managerial work profile o f the 
respondents. The following section describes the two main classifications and 
the subsets which are referred to as categories:
1. Managing the Operations
The incidents classified under this heading have to do primarily with 
managing the day-to-day aspects o f the business. The incidents 
represent those activities that form the key operational activities o f the 
hotel; they relate to the core products and services of the business, the 
extent to which quality services are provided to the customer and the 
monitoring o f performance in terms o f outcomes, customer satisfaction 
and profitability. The incidents reflect the daily activity o f the
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"I decided to review the standards of quality in all the 
operational departments; this was because the hotel was now 
attracting more 'up-markef clientele and a higher market share 
of Europeans. The process was lengthy and involved setting 
performance criteria for all operational tasks, training the 
employees and indeed the managers in these new skills. Setting 
performance measures to ensure consistency and ultimately, I 
intend to seek the Q Mark' or the IS09002 for our efforts. As 
a manager it was the most significant activity that I have been 
engaged in since I was appointed."
♦ Customer Service
Because tourism is a people-oriented business, it is important to
categorise customers and customer service as a separate 
activity. Therefore, these incidents are concerned with 
customers and clients and their interaction with the 
respondents. Thus, highlighting the 'mine host' role of 
respondents and their commitment to customer care within the 
hotel. Incidents included such issues as, handling complaints and 
crisis, customer service initiatives, customer feedback and 
standards. Respondent number thirteen provided the following 
incident:
"We had a bad reputation for customer service throughout the 
hotel. The future success of the operation was dependent on us 
changing this image and getting it right. On reflection, probably 
the most critical incident that I have dealt with as a manager, 
when I started a project to develop standards of customer 
handling skills for every member of management and employees 
who were required to be in contact with the customer. Once 
these standards and guidelines were set out then I implemented 
them through regular meetings, training sessions and constantly 
monitoring customer feedback."
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Respondent number seven provided an incident which reflected 
the importance of this category of activity for the work of 
managers in the hotel industry:
"The profile of my job as a manager here is typified by having to 
deal with this incident which required me to deal with a group 
o f Americans who arrived with a written confirmation o f their 
booking but we had no record o f it at reception. It was a real 
crisis management event. Luckily I dealt with it in a professional 
manner and the tour group were well satisfied. However, it 
raised several issues about our operation and in particular our 
reservations system."
♦ External Relations
These incidents concerned the external relations of the
respondent with organisations and bodies such as suppliers, 
consultants, legislative bodies, semi-state organisations and 
included the board of directors o f the operation. Respondent 
number twenty-three recalled an incident under this heading:
"I spend a lot o f time putting together a contract for the supply 
of foodstuffs for the hotel. The tender needed to be competitive 
and I had to visit each company to check their prices, 
professionalism and stocks. I was away from base a lot, but it 
was very important to me and my staff that I got it right."
This growing feature of management, External Relations, is 
highlighted by the choice of incident from respondent number 
eighteen:
"Prior to the extension being built, I spent a lot of time dealing 
with architects, planners, builders on a subject that quite frankly
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I was not trained for. Yet it was more important for me to be 
successful in that project than any other aspects of the hotel 
operations."
Exceptional Occurrences
These incidents are concerned with issues that do not fit 
comfortably in the four previous categories. These incidents are 
exceptions and may be confined to the particular hotel, 
experiences or roles o f the respondents. There were only two 
such incidents:
"One evening, late, when I was on duty I was alerted to a 
attempted suicide by a guest in one o f our rooms on the sixth 
floor. In a situation like this success can be the only outcome 
for the manager and all my actions throughout the incident were 
based purely on judging the situation as it developed at that 
time. There are no manuals or guidelines that can help you in 
this situation. Luckily the situation had a happy ending but it 
only highlighted for me the varied and unpredictable role o f a 
manager in the hospitality industry. " 
and
"We had a situation in the hotel where there was a regular 
pilferage of television sets from the guest rooms. This was a 
major problem for me as a manager and I had to deal with it. It 
was a huge drain on our resources and profit and I had to work 
on the issue without giving any indication to the perpetrators 
that I was investigating it. It was very time consuming and took 
me away from my normal duties. However, it had to be dealt 
with, and eventually I succeeded in identifying the culprits."
2. Managing the Business
The incidents classified under this heading have to do primarily with the 
wider aspects of the hotel as a commercial business. These incidents
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focus more on the business environment and tend to have a longer time 
frame. They represent those activities concerned with the financial, and 
strategic aspects o f the business, and the marketing and sales activities 
within the hotel. They include the application and supervision of 
projects to ensure that strategic plans are implemented. Incidents under 
this classification also involve reviewing of performance, dealing with 
complex information and taking corrective action. The activities reflect 
an emphasis on the long term strategic direction o f the company. This 
classification highlights the extent to which managers in hotels are, or 
have become, more business orientated. Incidents classified under 
Managing the Business, include, building the business, public relations, 
sales promotion, marketing, pricing for holiday packages, developing 
new markets in Europe and long-term marketing planning.
This classification was sub-divided into two categories: marketing and 
sales, and financial and investment management.
♦ Marketing and Sales
These incidents have to do with the marginal activity associated 
with business development and the securing of new market 
segments. The following incident described by respondent 
number three reflects such management activity:
"The most significant event for me as the Managing Director of 
this organisation was to develop a strategy to source new 
markets in Europe. We were traditionally an American and 
business market hotel and this market was in decline. I had to 
develop a marketing strategy, source new tour operators and 
develop the products and services of the hotel to suit the more 
discerning European market. This was a major milestone in the 
status of the hotel and my role as a managing director. We now 
have a significant share of the European market. As a result we 
now have a viable and efficient operational organisation."
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Financial and Investment Management
These incidents have to do with finance and reflect the
project-based nature of the activity of the respondents and the 
highly specialised competences required to perform effectively. 
The following two incidents provide an insight into this 
category:
"Within the last year I had to prepare a five year financial 
forecast and a one year operating budget for the hotel. This 
activity is not often part of my job as a general manager but it 
was highly significant in this instance because all the future 
decisions about the hotel were dependent on this financial plan. 
As a result many o f our operations were slimmed down, new 
investment proposals were generated and new profit targets for 
the hotel were developed. In the absence of this plan, I feel the 
operation would begin to lose money, be inefficient and 
ultimately have to be sold off." 
and
"A critical incident for me as owner of this hotel was to tackle 
the problem of low profit margins in the restaurant. I had to 
identify the areas where costs were higher than returns with a 
particular focus on aspects of the business that have a significant 
impact on both gross and net profit margins. This required new 
procedures and indeed new attitudes from everybody involved 
but it was rectified and now is a highly professional and 
profitable department."
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Stage Three
The third stage in the process involved categorising the incidents by 
time-frame, thus, providing a better focus for the activity as well as illustrating 
both the reactive and proactive nature of management as portrayed by the 
respondents. A four dimensional time-frame was developed as follows:
1. Crisis
Crisis relates to incidents that were perceived to require immediate 
reaction. The time-span involved could have been as short as one hour.
2. Short-Term
Short-term incidents were perceived to be less immediate than crisis 
incidents but action and decision-making around these incidents was 
fairly immediate. The time-span was approximately one month.
3. Medium-Term
Medium-term incidents were perceived to be dealt with in a time-span 
of up to one year.
4. Long-Term
Long-term incidents were perceived to be dealt with over a period of 
between one to five years.
Incidents were categorised by time-frame from the data provided during the 
interview with the respondent. The time-frame was developed to capture and 
reflect the relevant information for this stage o f the analysis.
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Stage Four
It was important to establish if the profile of the respondent or the grade of 
hotel had an influence on the nature, scope and content of the critical incident. 
Therefore, the fourth stage o f the process addressed the need to link the critical 
incident data to the respondent as the general manager of the hotel, to the 
grade of hotel in which the activity took place, and to the place of employment 
of the respondent.
This next section 8.3. applies the analysis framework to the data, highlights the 
trends and interprets the findings.
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8.3. Interpretation of the Data
This section applies the framework for analysis to the range o f critical incidents 
highlights the trends and interprets the patterns that emerge. This aspect of the 
study draws almost entirely on qualitative techniques for the interpretation of 
the data. An element o f subjectivity is inevitable in such work and considerable 
efforts were made to minimise and offset any personal bias.
The framework described in Section 8 .2. is a form of a 'template' analysis 
technique in which an industry reference manual is used by the researcher and 
can be either built upon through existing knowledge (priori) or is developed 
from initial analysis of the interview data (posteriori). Miles and Huberman 
(1984) advocated for a priori approach derived from the literature and the 
content o f the research question. The template approach involves the analysis 
of text through the use of a guide or code book (Crabtree and Miller, 1992). 
This approach has some similarities to content analysis; however, content 
analysis deals primarily with quantitative analysis o f data, the template 
approach is concerned with qualitative analysis. As stated earlier, the data 
from the critical incident interviews is more appropriate to a qualitative analysis 
approach than a quantitative one. The patterns and features that emerge from 
the data are more qualitative and descriptive rather than quantitative and 
statistical.
Appendix 12 provides the reference point for this section, and sets out the 
incidents by:
• Incident Statement
• Classification: Managing the Business and Managing the Operations
• Categories: Staff, Management, Products and Services, Customer Service, 
Exceptional Occurrences, External Relations, Marketing and Sales, and 
Financial and Investment Management
• Time-frame
• Respondent Reference Number (1 to 48)
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The total of one hundred and forty-four incidents from forty-eight general 
managers in effective organisations is deemed to be a sufficient sample of data 
to be representative, valid and reliable.
Table 8.1. Analysis of Total Incidents by Classification and Category 
and Effective Hotels by Grade
MANAGING THE OPERATIONS MANAGING 
THE BUSINESS
Number
of
Effective
Hotels
Hotel
Grade
Total
Incidents
staff Management Products
and
Services
Customer
Service
External
Relations
Exceptional
Occurrences
Marketing 
& Sales
Financial & 
Investment 
Management
6 A* 18
100%
6 5 3 1 1 0 2 0
13 A 39
100%
5 16 3 2 0 0 8 5
18 B* 54
100%
7 14 7 4 1 1 10 10
11 B 33
100%
6 9 7 3 0 1 4 3
48 Totals 144
100%
24
16.6%
44
30.6%
20
13.8%
9
6.3%
3
2.1%
2
1.4%
24
16.7%
18
12.5%
Table 8.1. shows the analysis of incidents by the two classifications: Managing 
the Operations and Managing the Business. The source of the incidents by 
hotel grade are outlined and the number of effective hotels by grade are 
indicated. This data is further interpreted under the following headings:
1. Managing the Operations
2. Managing the Business
3. Incidents by Grade of Hotel
4. Incidents by Hotel Manager
5. Incidents by Time Frame
1. Managing the Operations
Overall, 71% of the incidents were primarily operational in focus, the 
highest number of incidents in any one individual category was in the 
Management category - with a total o f forty-four incidents (or 30.6%
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of total incidents). This is followed with a total o f twenty-four 
incidents dealing with Staff Issues and twenty incidents dealing with 
Products and Services. The remaining incidents dealt with Customer 
Service (nine). External Relations (three), and Exceptional Occurrences 
(two). While 71% of incidents were in the Managing the Operation 
classification, only eight such incidents were indications o f strategic 
thinking or long-term planning. The incidents under Products and 
Services concern improvements, new facilities and services.
2. Managing the Business
In the context of Managing the Business', over half of the incidents 
were concerned with marketing and sales, with the emphasis on sales. 
Nine o f these reflected threatened loss of important business or 
short-term promotional measures. Eight of the incidents involved 
pricing decisions and the remainder involved negotiating for new 
business or securing existing business. Eighteen incidents are in the 
category o f either Financial Management, Business Planning and 
Investment. The incidents under Financial and Investment Management 
were in the area of low profit margins and liquidity problems. Six of 
these incidents had a planning dimension to them. The remaining 
twelve incidents involved preparing or negotiating long-term funding 
and carrying out economic and market research studies. Two of the 
respondents reported Financial and Investment Management in two of 
their three incidents and for one respondent all three incidents were in 
this category.
3. Incidents by Grade o f  Hotel
The incidents analysed by grade o f hotel are as follows:
♦ Grade A* Hotels
Incidents in this grade of hotel are dominated by staff /
management issues, with no incident reported in the Financial
and Investment Management category.
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♦ Grade A Hotels
A significant number o f incidents in this grade of hotel are
dominated by management issues. The number of incidents in 
the management category is greater than the combined number 
o f incidents in the Managing the Business classification. No 
incidents were reported in the external relations category.
♦ Grade B* Hotels
This grade of hotel reports the greatest number o f hotels in the
sample and consequently the highest number of incidents 
reported. The range of incidents are dominated by management 
issues, under Managing the Operations and an equal number of 
incidents in Marketing / Sales and Financial and Investment 
Management under the classification o f Managing the Business. 
Four incidents are reported in the 'customer service' category. 
One Exceptional Occurrence is reported and one External 
Relations incident is also reported..
♦ Grade B Hotels
The majority of incidents from this grade o f hotel are classified
under Managing the Operations. There are no incidents 
reported in the External Relations category. One Exceptional 
Occurrence was recorded in this grade.
4. Incidents by Hotel Manager
Appendix 15 outlines the data for this interpretation in terms o f the type 
o f incidents, the grade of their hotel and whether the respondent is a 
hotel school graduate.
In appendix 13 the respondents, as general managers, are further 
analysed by hotel grade, their experience in general management and 
whether the respondent was an hotel school graduate.
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The average years of experience in a senior management position of the 
respondents is seven years, and all are aged between twenty and 
forty-nine years of age, with the majority in the twenty to thirty-nine 
age bracket. Nineteen respondents are hotel school graduates, 
twenty-nine are not.
The emphasis here is confined to the significant data and is limited to 
twenty-one respondents as general managers who reported two or more 
incidents in any one category. Among the twenty-one managers with 
two or more incidents in the staff and management categories, a total of 
nine o f the respondents are employed in Grade A* and Grade A hotels; 
six respondents were employed in Grade B*, and six respondents from 
Grade B hotels. It is significant that eleven of these respondents are 
hotel school graduates. A total of five respondents reported two or 
more incidents in Product and Services, Customer Services, External 
Relations and Exceptional Occurrences. None of the respondents were 
hotel school graduates and four of them were employed in either Grade 
B* or B hotels. A total of ten respondents reported two or more 
incidents under the classification o f Managing the Business. None of 
these were in the Grade A* hotels, while six of the ten were employed 
in Grade B* hotels. Only one respondent was employed in a Grade B 
hotel, while three were employed in Grade A hotels. This may suggest 
that managers in Grade B* hotels are more concerned with Managing 
the Business' than their counterparts in other grades.
More graduate respondents reported two or more incidents in the staff 
and management categories compared with business type incidents. 
Graduates reported more incidents in the 'marketing and sales' and 
'financial management' categories.
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5. Incidents by Time fram e
The rationale for this level of analysis was to determine the 
respondents time-frame and the extent to which the nature o f their 
work was dominated by either crisis, short-term focus, medium-term or 
long-term focus.
Table 8.2. provides a synopsis of the total number of incidents by 
time-frame under the main classification and category headings.
Table 8.2. Incidents by Classification, Category and 
Time-Frame
Crisis Short-
Term
Medium-
Term
Long-
Term
Total
MANAGING THE
OPERATIONS
Staff 1 11 10 2 24
Management 0 3 39 2 44
Products and Services 0 6 11 3 20
Customer Service 4 2 2 1 9
External Relations 0 2 1 0 3
Exceptional Occurrences 2 0 0 0 2
Sub Total 7 24 63 8 102
MANAGING THE
BUSINESS
Marketing / Sales 5 10 5 4 24
Financial and Investment
Management 2 1 7 8 18
Sub Total 7 11 12 12 42
Total Number 14 35 75 20 144
Percentage of Totals 10% 24% 52% 14% 100%
This table highlights that of the total of one hundred and forty-four incidents 
the majority, ninety-five (66%) are in the medium to long-term time frame. 
The remainder; forty-nine (34%) is significant in that they represent a crisis or 
short-term focus of management in effective hotels in Ireland.
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There was an even split o f crisis incidents between 'Managing the Operation' 
and 'Managing the Business'. However, the single highest number o f crisis 
incidents were in the marketing and sales category. Within the short-term time 
focus incidents associated with staff dominated, followed closely by marketing 
and sales. A combination o f both crisis and short term incidents show a profile 
of the respondent where over one third of the activity is within an immediate or 
one month time frame.
Just over half of the incidents (52.5%) had medium term time frames.
Managing the Operations dominated this heading with the category of 
Management being the dominant category with thirty-nine of the fifty-four 
incidents under this heading.
A total of twenty incidents (14%) were in the long term time frame which had a 
timespan of over one year and up to five years for the development or 
implementation o f the activity. O f these twenty, eight concerned business plans 
and investment, the remaining twelve are spread between marketing (four), 
product service developments (four), management (one), and staff (one).
Nine of the respondents reported two or more incidents of a short-term or 
crisis nature, and one had all three in the short-term time frame. A total of 
twenty-two respondents reported two or more incidents in the medium-term 
time frame, and only one respondent reported two or more incidents in the 
long-term time frame.
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Graph 8.1, shows the relationship between incidents classified as 'Managing the 
Business' and the time-frame.
Graph 8.1. Relationship Between Managing the Business 
Incidents and Time-Frame
B  Crisis 
H  Short-Term 
H  Medium Term 
□  Long-Term
Time-Frame
The total number of incidents that occurred in the Managing the Business was 
forty-two, eighteen of these incidents were in the crisis and short-term category 
and there was an even balance between incidents in the medium and long-term. 
Only four incidents are regarded as long-term in the category of marketing and 
sales. Examples of these incidents included: the redesign o f holiday packages, 
drawing up a marketing plan for the hotel and the development of marketing 
strategies for European markets. Only five incidents were deemed to be crisis 
incidents requiring immediate action. Examples of these incidents included: a 
tour operator that threatened to withdraw business, cancellation of a major 
booking, and price competitiveness.
Overall, a total of eleven incidents were categorised as short-term and were 
concerned primarily with investment decisions, marketing strategy, 
communications and event management.
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Graph 8.2. indicates the relationship between 'Managing the Operations' 
incidents and the time-frame.
Graph 8.2. Relationship Between Managing the Operations 
Incidents and Time Frame
B  Crisis 
B  Short-Term 
B  Medium Term 
□  Long-Term
Time-Frame
The total number of incidents in Managing the Operations is one hundred and 
two (63%). Incidents in the medium-term time-frame dominated this 
classification. Incidents in the categories of management and, products and 
services were predominantly in the medium-term time-frame. There was a 
relatively even balance between the number of incidents in the crisis time-frame 
and the long-term time-ffame within this classification.
Incidents in the Customer Service category were: industrial relations and 
discipline issues and were prominent in the crisis time-ffame. The long-term 
time-ffame incidents were prominent in the category of Product and Services.
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8.4.. Conclusion
This chapter sets out the framework for the analysis of the data gathered 
through the critical incident questionnaire in phase two o f this study. This 
research sought to determine the critical incidents, events or activities which 
the respondents highlighted as contributing to the effectiveness of their 
organisation or to their own effectiveness as the general manager o f that 
organisation. The chapter also provides results and interpretation o f the 
findings. The framework for analysis is outlined and the results o f the analysis 
provides an overview of the managerial activity and practices o f the 
respondents and describes it by classification, category and time-frame. The 
data in this chapter is supported by a comprehensive range of appendices and 
references.
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Performance
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9.1. Introduction
This chapter outlines the process of analysis and the subsequent findings o f the 
data gathered during phase three of this study which was designed to formulate 
a competence profile of general managers to reflect their skills, abilities, 
knowledge and personal strengths used in the execution of critical tasks and 
activities. The data provided was in response to question two in the 
semi-structured interview. (Appendix 8).
The chapter is structured in four parts, as follows:
♦ Section 9.2. explores the issues involved in developing a model of 
analysis. It outlines the Constant Comparative Method or grounded 
theory approach to the classification and categorisation of this data.
♦ Section 9.3. presents the application o f the model o f analysis which was 
adapted from Easterby-Smith et. al. (1991). This model o f analysis is 
based on the original method developed by Turner (1983) for the 
purpose o f processing and sifting through volumes o f non-standard 
data.
♦ Section 9.4. sets out a quantitative and qualitative analysis o f the 
findings and results. It also outlines comparisons, trends and linkages 
to the findings and outcomes of phases one, two and three in the study. 
It outlines the dominant competences that represent clusters of 
behaviours that are specific, observable and variable and that can be 
reliably and logically classified together. (Thornton and Byham 1982). 
These competences represent the outcomes o f a personal appraisal 
process through which the respondents were able to identify the skills, 
abilities, knowledge and personal istrengths applied in the execution of 
critical activities and practices.
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The research sample is sufficiently representative to generalise that the list of 
competences reflect the core competences o f general managers throughout the 
hotel industry in Ireland. The posts held by the respondents were described by 
them as either general manager, managing director or owner/manager. 
However, in all cases they were the most senior managers of their organisations 
and the key decision-makers.
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9.2. The Development of a Model of Analysis Including the Constant 
Comparative Method
This section outlines the development o f a framework o f analysis which 
provided for a theoretical basis to the study. This objective was achieved 
through the Constant Comparative Method which is based on the grounded 
theory approach. This process required the setting up of a panel of experts to 
facilitate the implementation o f the Constant Comparative Method. This 
process including the profile and terms o f reference for this panel is outlined in 
this section.
Prior to the setting up of the panel, a number o f tasks needed to be completed. 
The analysis of data involved a sequence of stages. First, the information in the 
form of key skills, abilities, knowledge, personal strengths was extracted from 
both the written observations and the audio tapes used in the process o f data 
collection. These were the respondents' personal and professional 
competences. Each statement of competence was then transferred to single 
cards. Each card represented a statement by the respondent in regard to the 
use of that competence in the execution of specific incidents / activities in the 
course o f their work as general managers. Words such as planning, 
communication, and memory appeared frequently in the transcription.
Sentences or word groups were also extracted, such as: 'I am a good 
motivator'; 'I needed to be able to write a report', and 'I needed to be a good 
listener'. Because each phrase was written on individual cards, a total of 1,273 
cards were compiled for analysis, classification and categorisation.
The next step was to assemble a panel of experts representing: 
management education 
the hotel industry 
training and development 
the tourism industry
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The panel was identified on the basis of the contribution that they could make 
to the process. A panel of eight senior executives was formed with the 
following terms o f reference:
To become familiar with the research methodology applied to collect 
data on the competences o f the respondents in the study.
To classify and categorise the data set out on individual cards into 
statements of competence that reflect the information provided by the 
respondents.
To prepare a list o f dominant competences that reflect and 
accommodate a range of other statements or competences under that 
heading.
To carry out a frequency analysis exercise on each group o f dominant 
competences and to calculate the findings into a hierarchical list (from 
the highest frequency occurring competence to the lowest one).
To organise this list of dominant competences into appropriate clusters 
and sub-clusters of competences that would represent the competence 
profiles of the respondents.
The work o f the panel was central to the process o f applying the Constant 
Comparative Method which would ensure the validity o f their work and the 
emerging data. The objective of the Constant Comparative Method is to 
achieve a point of'theoretical saturation' where "additional analysis no longer 
contributes to discovering anything new about a category" (Strauss, 1987,
p.21).
Such a strategy for qualitative research involves the systematic coding of data 
into as many categories as possible (Glaser and Strauss, 1967). Gradually the 
theoretical properties of the categories crystallise and form a pattern. The 
pattern that emerges is grounded theory. Grounded theory is an indicative 
theory discovery methodology, which provides explicit guidelines for the 
practice o f inductive qualitative research. It has been used to generate
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theoretical statements and indeed ultimately complex theories vindicated by the 
substratum of empirical evidence from which they have emerged. The use of 
grounded theory method sought to provide findings that:
were recognised as valid by those who participated in the study 
did not contain any obvious factual errors or significant omissions 
provided an analysis that was pragmatic and utilitarian.
The grounded theory approach involves discipline in the processes of 
description, definition and specification of data; thus, it is central to the 
achievement o f the objectives.
Jones (1987) stated that grounded theory works because "rather than forcing 
data within logico-deductively derived assumptions and categories, research 
should be used to generate grounded theory which 'fits' and 'works' because it 
is derived from the concepts and categories used by social actors themselves to 
interpret and organise their worlds" (p.25).
Eisenhardt (1989), however, pointed out that theory generated inductively is 
likely to be testable, novel and empirically valid and remain at a modest 
idiosyncratic level. This view contrasted with the earlier work o f Glaser and 
Strauss (1967) who argued that theory inductively developed out o f systematic 
empirical research was more likely to fit the data and thus be more useful, 
plausible and accessible.
However, the grounded theory approach contrasts with 'content analysis' 
which is concerned with quantitative data such as numbers, figures and 
frequency. Easterby-Smith et. al. (1991) provided a comparative matrix to 
interpret content analysis and grounded theory as set out in Table 9.1.
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Table 9.1. Differences Between Content Analysis and Grounded 
Theory
CONTENT ANALYSIS GROUNDED THEORY
• Bitty
• Go by frequency
• Objectivity
• Deductive
• Testing hypothesis
• Holistic
• Go by feel
• Closer to the character
• Inductive
• Testing out themes 
delivery patterns
Source: Easterby-Smith et. al. (1991) p. 106.
The analysis o f the competence data in this chapter reflects elements o f 
predominant grounded theory in section 9.3. and content analysis in section
9.4.
The purpose of the grounded theory approach was to identify competences 
which were characteristic of the respondents and then to determine the extent 
to which these competences extended to clusters of skills, knowledge, and 
personal competences. Knowledge, in this study, is defined in relation to 
decisions and actions, through its contribution to the competent performance of 
the respondent.
The final stage was for the members of the panel to organise themselves into a 
working group. They allocated tasks to achieve the overall objectives of the 
exercise and to reflect their terms of reference. The researcher served as 
process consultant to the panel and did not influence the workings of the group 
or the results o f their deliberations. The panel held twelve hours o f meetings 
over a period o f four weeks, which occurred as follows:
Meeting 1 : 3 Hours Meeting 3 : 3 Hours
Meeting 2 : 4 Hours Meeting 4 : 2 Hours
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9.3. The Application of a Model of Analysis
The model chosen to provide guidelines and a structure for the expert panel, 
was developed by Turner (1983) and written about by Easterby-Smith et.al. 
(1991). It is a model which consists of seven stages and processes of 
familiarisation, reflection, conceptualisation, cataloguing concepts, recoding, 
linking and re-evaluation. This model is appropriate for the process of 
grounded theory and qualitative data analysis.
The expert panel deliberated using this adapted framework. The extent to 
which this model has been applied through the process o f data analysis is 
outlined as follows:
1. Familiarisation:
The expert panel was briefed by the researcher on the research design 
and methods applied in the collection o f the data. In addition, the audio 
tapes were made available to the group for reference, as was the written 
text which was set out in a questionnaire response format. In the 
interest o f confidentiality and research ethics, it was not possible to 
provide the panel with either the lists o f effective organisations or the 
names of the respondents who participated in the study. The panel was 
then presented with the 1,273 cards. As previously stated, on these 
cards were the words, groups of words or sentences which represented 
the competences which the respondents utilised in the performance of a 
specific incident or activity within the context o f their role as a senior 
manager. The panel spent time becoming familiar with the statements 
on the cards and discussion took place about the definition of 
competence. This familiarisation process included reading through the 
written observations and listening to the audio tapes.
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2. Reflection
At this stage the data provided was being interpreted and ideas were 
being formulated. Options for the categorisation, clustering and 
descriptions were developed by the whole group. These included 
concepts which would be deemed important for understanding the 
process. Issues such as a the validity and reliability o f these concepts 
were central to the discussions, i.e., the extent to which the panel 
interpreted was as near as possible what the respondent meant and the 
extent to which they could avoid misinterpretation. At this stage the 
original data on audio tape and in the written text was referred to again. 
The data under analysis was representative in that it reflected the views 
and experiences of forty-eight general managers describing 
management practices in the context o f one hundred and forty-four 
critical incidents/ events / activities.
Easterby-Smith et.al. (1991) commenting on the reflection stage stated 
that "desperation may begin to set in. There is usually so much rich 
data that trying to make sense of it seems an impossible task." (p. 109). 
This is an accurate description of the workings of the panel at this 
stage. As the process of evaluation continued, the panel went to the 
next stage of the model.
3. Conceptualisation
This stage involves trying to understand the link between making sense 
o f the data and, at the same time, understanding where the data has 
come from. The panel went back to the questionnaires and tapes but 
this time to look at the critical incidents. This review provided an 
overview of the range of activities o f the respondents and provided an 
insight into the types of competences likely to be used in the execution 
of those incidents or activities. The panel requested a matrix showing 
the link between the respondent, the types of incidents and the selection 
of the competences associated with the execution o f those incidents by
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the respondents. This request reinforced the issue of validity and 
reliability in the analysis, because the matrix provided a relationship 
between incident and competence and also between respondent and 
competence. It also emphasises that the competences were related only 
to those incidents provided by the respondents. Although the incidents 
were generalisable, the panel were essentially developing a competence 
profile for managers who dealt with specific incidents or activities. This 
conceptualisation stage reflected the views of Turner (1983) who wrote 
that "the novelty of grounded theory lies not in the mode of 
investigation associated with it, but in the manner in which the 
information collected is analysed" (p. 335).
4. Cataloguing Concepts
At this stage the panel sought to classify the data. Their decision was to 
classify under two headings: people and non-people. This decision was 
based on the knowledge that the hospitality industry is a people 
industry, and, therefore, many of the skills o f general managers would 
be concerned with dealing with customers, clients, and staff. The panel 
then distributed the 1,273 cards containing the competences and 
divided all the cards into either the people or non-people classifications.
To clarify, the 'people' classification represented those competences 
used in work situations where the manager was required to interact 
with others. The non-people competences were those that did not 
involve direct interaction with others. The number o f cards and 
competences, are set out in Table 9.2
Table 9. 2. First Classification of Competences
People Non-People
765 Competences 508 Competences
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Easterby-Smith et. al. (1991) questioned whether one should use "the 
language o f the people concerned, when labelling or do you use your 
own terms? .... it is probably helpful at this stage to use your own terms 
providing a trace is kept of how they were derived", (p 110)
The experience of this first stage o f classification is significant in that it 
enhanced the working of the panel, because they agreed on two 
classification terms which appeared to give them confidence in the 
process and in their own individual and collective contribution to it.
5. Recoding
Now that the information was classified under two headings, people 
and non-people, the panel agreed to consider further classification, if 
they were to make sense of the data. During their discussions a number 
o f topics and variables were becoming clear. There was consensus 
about the trends that were emerging from the data. They agreed that 
the objective at this stage was to allocate the various competence 
statements into a number of what they termed 'umbrella competences' 
or what was finally agreed as 'dominant competences'. This process 
involved reading each card and extracting a word or words that would 
indicate the dominant competence referred to by the respondent. In 
some cases this task was simple because the competence described on 
the card was an unambiguous interpretation of the competence 
described or provided by the respondents, for example: 'The ability to 
communicate'.
Other examples were not clear and led to discussion, such as in the case 
of: 'I utilised my skills of selling and marketing'. 'My understanding of 
the industry and my knowledge of standards and customer relations'. 
'My knowledge of purchasing and pricing in food and beverage area'.
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Once a dominant competence was identified then the panel 
identified the number of cards that had competences similar to 
that dominant competence. This provided the frequency levels 
under each dominant competence. This exercise took time and 
debate; and, at the end, there was consensus that the data on the 
cards could be represented by sixty-seven dominant 
competences.
Once this step was completed it was then possible to establish a 
frequency listing for each dominant competence, i.e., the 
number of cards allocated to each dominant competence 
heading. What was emerging from the data was:
a list of sixty-seven dominant competences that 
represented the broad range of competences provided by 
the respondents
a frequency analysis o f these dominant competences and 
a listing of these competences in priority order, from the 
highest to the lowest frequency levels.
The data that emerged from this stage and the results o f the 
deliberations of the panel are set out in Table 9.3.
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Table 9.3. Classification of Competences by Dominant
Competences and by Frequency Levels
NO. FREQUENCY
LEVEL
DOMINANT COM PETENCE
1. 66 Competent in oral communication
2. 64 Able to interact with people
3. 62 Aware of personal strengths and weaknesses
4. 61 Work as part of a group / team
5. 60 Knowledge of the business and the industry
6. 53 Ability to plan strategically
7. 50 Information gathering / analysis
8. 49 Personal motivation
9. 48 Operational management skills
10. 46 Negotiating skills
11. 35 Objective and rational in dealings with others
12. 34 Food and beverage services
13. 34 Ability to handle a crisis
14. 33 Customer complaint handling
15. 30 Quality control and standards
16. 29 Good product knowledge
17. 29 Analytical reasoning skills
18. 28 Business report writing
19. 28 Financial planning and management
20. 26 Costs and profit controls
21. 22 Decisiveness
22. 20 Training and developing employees
23. 20 Good delegator
24. 19 Good listener
25. 18 Personal confidence
26. 18 Effective leader
27. 18 Creative and imaginative
28. 16 Knowledge of systems management
29. 14 Ability to handle pressure
30. 14 Selection and interviewing techniques
31. 14 Strong personality
32. 13 The appraisal o f abilities o f others
33. 12 Networking
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34. 11 Project management
35. 11 Commercial judgement
36. 10 Able to influence others
37. 10 Patience
38. 10 Intuition
39. 10 Strong sense of discipline and self-control
40. 9 Time management
41. 9 Open and willing to learn
42. 9 Sense of vision in planning and strategy
43. 8 Flexible and co-operative
44. 8 Plan and manage change
45. 7 Resource allocation skills
46. 7 Diplomatic, tactful and sensitive
47. 7 Effective administrator
48. 6 Entrepreneurial skills
49. 5 Good personal and professional image
50. 5 High achiever
51. 5 Marketing and sales
52. 5 Special event management
53. 4 Good memory
54. 4 Sense o f integrity
55. 3 Proactive
56. 3 Pattern recognition
57. 3 Meeting skills
58. 3 Ability to use concepts
59. 2 Stamina and resilience
60. 2 Manage one's own career development
61. 2 Language skills
62. 2 Awareness of national and EU legislation for tourism
63. 2 Reception and accommodation skills
64. 2 Group presentation skills
65. 2 Structured and logical thinker
66. 2 Ability to use hotel computer technology
67. 2 Knowledge of decor and design
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6. Linking
During this stage the panel reflected on the outcomes o f stage five of 
their deliberations. After consideration, analysis and discussion, the 
panel decided to further categorise the dominant competences into 
three representative clusters of competences, namely:
Personal Attributes
Business and Operational Abilities and Skills 
Interpersonal Skills
This meant that there was agreement that at least three main clusters 
would be representative of the dominant competences o f the 
respondents. The panel had now developed what could be described as 
the first draft and which Easterby-Smith et. al. (1991) stated "can be 
used to try out on others, thus exposing the argument and data to 
scrutiny". They cautioned that "by now the analytical framework and 
explanations should be becoming clearer, with patterns emerging and 
concepts spotted that could fit together", (p.111).
This 'first draft' outlined the three main clusters as defined by the panel. 
Their definition of each cluster and the number and type of dominant 
competences allocated under each cluster are outlined as follows:
(A) Personal Attributes
The panel agreed that competences under this cluster would 
include personal traits and skills or abilities o f a personal nature 
that reflect, not what is done but rather on the way things are 
done. Table 9.4 Sets out the cluster. It includes a range of 
generic or transferable competences that include integrity, 
patience, image, vision, and intuition and judgement that in the 
opinion of the panel were appropriate under the cluster heading 
of Personal Attributes.
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Table 9. 4: Cluster A - Personal Attributes
NO. FREQUENCY
LEVEL
DOMINANT COMPETENCES 
(26 in Total)
3. 62 Aware of personal strengths and weaknesses
8. 49 Personal motivation
13. 34 Ability to handle a crisis
25. 18 Personal confidence
31. 14 Strong personality
29. 14 Ability to handle pressure
39. 10 Strong sense of discipline and self control
37. 10 Patience
41. 9 Open and willing to learn
43. 8 Flexible and co-operative
50. 5 High achiever
54. 4 Sense of integrity
55. 3 Proactive
60. 2 Manage one's own career development
59. 2 Stamina and resilience
1. 66 Competent in oral communication
24. 19 Good listener
18. 28 Business report writing
47. 7 Effective administrator
48. 6 Entrepreneurial skills
17. 29 Analytical Reasoning Skills
27. 18 Creative and imaginative
38. 10 Intuition
53. 4 Good memory
65. 2 Structured and logical thinker
30. 14 Selection and interviewing techniques
A total of twenty-six (39%) dominant competences were assigned 
under this cluster with a frequency occurrence level o f four hundred and 
forty-seven.
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(B) Business and Operational A bilities and Skills
This cluster represented competences applied in the key 
activities of the business, as set out in Table 9.5. They are 
concerned with ensuring the quality of the product and service 
provided to the customer. They also reflected the 'business' 
type activities of the general manager and included such 
competences as financial management, report writing, 
commercial judgement, industry experience and knowledge and 
strategic planning.
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Table 9.5: Cluster B - Business and Operational Abilities and Skills
NO. FREQUENCY
LEVEL
DOMINANT COMPETENCES 
(29 in Total)
21. 22 Decisiveness
40. 9 Time management
49. 5 Good personal and professional image
10. 46 Negotiating skills
23. 20 Good delegator
5. 60 Knowledge of the business and the industry
6. 53 Ability to plan strategically
7. 50 Information gathering / analysis
19. 28 Financial planning and management
35. 11 Commercial judgement
34. 11 Project management
42. 9 Sense of vision in planning and strategy
44. 8 Plan and manage change
45. 7 Resource allocation skills
58. 3 Ability to use concepts
56 3 Pattern recognition
9. 48 Operational management skills
12. 34 Food and beverage services
14. 33 Customer complaint handling
15. 30 Quality control and standards
16. 29 Good product knowledge
20. 26 Costs and profit controls
28. 16 Knowledge of systems management
52. 5 Special event management
51. 5 Marketing and sales
67. 2 Knowledge of decor and design
66. 2 Ability to use hotel computer technology
63. 2 Reception and accommodation skills
62. 2 Awareness of national and EU legislation for 
tourism
A total of twenty-nine (42%) dominant competences were assigned 
under this cluster with a frequency level of five hundred and 
seventy-nine.
Chapter 9  -  Page 250
(C) Interpersonal Skills
The third cluster developed by the panel was interpersonal 
skills. This cluster represented those competences concerned 
with activities that involved one-to-one communication with 
either customers, clients, staff or peers - both internal and 
external to the organisation. Table 9.6 sets out the dominant 
competences in this category which included: working as part of 
a team, networking, leadership, influencing skills, tact and 
diplomacy.
Table 9.6. Cluster C - Interpersonal Skills
NO. FREQUENCY
LEVEL
DOMINANT COMPETENCES 
(12 in Total)
46. 7 Diplomatic, tactful and sensitive
2. 64 Able to interact with people
. 4. 61 Work as part of a group / team
11. 35 Objective and rational in dealings with others
26. 18 Effective Leader
36. 10 Able to influence others
57. 3 Meeting skills
64. 2 Group presentation skills
33. 12 Networking
61. 2 Language skills
22. 20 Train and develop employees
32. 13 The appraisal of abilities of others
A total of twelve competences were allocated to this classification with 
a frequency level of two hundred and forty-seven.
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Table 9.7 provides a summary of the deliberations of the panel in terms 
of the classification of the dominant competences, by frequency and 
classified into three clusters. A, B and C.
The linking stage continued with the panel spending time reviewing 
their work in terms of relevance and clarification to determine the 
extent to which the clusters they had formulated were representative o f 
the dominant competences already identified.
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Table 9.7. Summary of the Deliberations of the Panel at the 
'Linking Stage' o f Analysis
NO. FREQUENCY COMPETENCE CLUSTER
1. 66 Competent in oral communications A
2. 64 Able to interact with people C
3. 62 Aware of personal strengths and weaknesses A
4. 61 Work as part of a group / team C
5. 60 Knowledge of the business and the industry B
6. 53 Ability to plan strategically B
7. 50 Information gathering / analysis B
8. 49 Personal motivation A
9. 48 Operational management skills B
10 46 Negotiating skills B
11 35 Objective and rational in dealings with others C
12 34 Food and beverage services B
13 34 Ability to handle a crisis A
14 33 Customer complaint handling B
15. 30 Quality control and standards B
16. 29 Good product knowledge B
17. 29 Analytical Reasoning Skills A
18. 28 Business Report Writing A
19. 28 Financial planning and management B
20. 26 Costs and profit controls B
21. 22 Decisiveness B
22. 20 Train and develop employees C
23. 20 Good delegator B
24. 19 Good listener A
25. 18 Personal confidence A
26. 18 Effective Leader C
27. 18 Creative and imaginative A
28. 16 Knowledge o f systems management B
29. 14 Ability to handle pressure A
30. 14 Selection and interviewing techniques A
31. 14 Strong personality A
32. 13 The appraisal of abilities of others C
33. 12 Networking C
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34. 11 Project management B
35. 11 Commercial judgement B
36 10 Able to influence others C
37. 10 Patience A
38. 10 Intuition A
39. 10 Strong sense of discipline and self control A
40. 9 Time Management B
41. 9 Open and willing to learn A
42. 9 Sense o f vision in planning and strategy B
43. 8 Flexible and co-operative A
44. 8 Plan and manage change B
45. 7 Resource allocation skills B
46. 7 Diplomatic, tactful and sensitive C
47. 7 Effective administrator A
48. 6 Entrepreneurial skills A
49. 5 Good personal and professional image B
50. 5 High achiever A
51. 5 Marketing and sales B
52. 5 Special event management B
53. 4 Good memory A
54. 4 Sense of integrity A
55. 3 Proactive A
56. 3 Pattern Recognition B
57. 3 Meeting skills C
58. 3 Ability to use concepts B
59. 2 Stamina and resilience A
60. 2 Manage one's own career development A
61. 2 Language skills C
62. 2 Awareness of national and EU legislation for 
tourism
B
63. 2 Reception and accommodation skills B
64. 2 Group Presentation Skills C
65. 2 Structured and logical thinker A
66. 2 Ability to use hotel computer technology B
67. 2 Knowledge of decor and design B
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A number of patterns, trends and conclusions emerged from this 
review. There were synopsised as follows:
♦
♦
♦
That the competences allocated under 'personal attributes' were 
mainly representative of the cluster. However, it was decided 
that some of the dominant competences included were not 
relevant or appropriate to this cluster. Consequently, it was 
decided that a new cluster would be developed, entitled 
'Intellectual and Cognitive Abilities' - this would be referred to 
as 'Cluster D'. The following dominant competences were 
transferred from Cluster A to the new cluster 'D', as follows:
17, 27, 38, 53, and 65 After further analysis, it was decided 
that some dominant competences would also be transferred 
from Cluster A - Personal Attributes to Cluster B - 
Interpersonal Skills. These are dominant competences 
numbered one and twenty-four.
That the 'Business and Operational Skills and Abilities' cluster 
would be separated to form two new clusters, namely: 
'commercial and business skills' and 'professional and technical 
abilities'. These were to be referred to in future analysis as 
Cluster C - Commercial and Business Skills; and Cluster E - 
Professional and Technical Abilities. A total of thirteen o f the 
dominant competences in the initial cluster entitled 'Business 
and Operational Abilities and Skills' were transferred to the new 
cluster 'Professional and Technical Abilities', as follows: 9, 12, 
14, 15, 16, 20, 28, 51, 52, 66, 67, 63, and 62.
The 'Interpersonal Cluster' remained virtually intact with the 
transfer of dominant competences numbers 22 and 32 to cluster 
'E'; numbers 56 and 58 to cluster 'D' adjusted by the addition of 
dominant competences numbers 1 and 24. At this stage of the
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analysis it was clear that the 'Interpersonal Cluster' would form 
the second largest cluster of dominant competences in the 
group; therefore, it was to be referred to as Cluster B - 
Interpersonal Skills.
Now the data was validated in that each dominant competence had been 
reliably and unambiguously allocated to a cluster. The panel agreed to 
a classification consisting o f five main clusters of competences which 
emerged from the data. These are:
Cluster A Personal Attributes
Cluster B Interpersonal Skills
Cluster C Commercial and Business Skills
Cluster D Intellectual and Cognitive Abilities
Cluster E Professional and Technical Abilities
Table 9.8. outlines the number of dominant competences under each 
cluster heading and the frequency levels of those cluster groupings.
Table 9.8. Number of Competences by Cluster and Frequency
NUMBER OF 
COMPETENCES
CLUSTER FREQUENCY
19 A 287
11 B 346
14 C 292
7 D 69
16 E 279
67 1,273
The overall results of the work o f the panel, by dominant competence, 
frequency levels and cluster reference is set out in Table 9.9. The work o f the 
expert panel through the Constant Comparative Method was now entering its 
final stage, re-evaluation.
Chapter 9  -  Page 256
Table 9.9: Final Cluster Classification of Dominant Competences
into Five Cluster Groups
NO. FREQUENCY
LEVEL
DOMINANT COMPETENCE CLUSTER
3. 62 A^vare o f personal strengths and weaknesses A
8. 49 Personal motivation . A
13. 34 Ability to handle a crisis A
21. 22 Decisiveness A
25. 18 Personal confidence A
31. 14 Strong personality A
29. 14 Ability to handle pressure A
39. 10 Strong sense of discipline and self control A
37. 10 Patience A
41. 9 Open and willing to learn A
40. 9 Time management A
43. 8 Flexible and co-operative A
46. 7 Diplomatic, tactful and sensitive A
50. 5 High achiever A
49. 5 Good personal and professional image A
54. 4 Sense o f integrity A
55. 3 Proactive A.
60. 2 Manage one's own career development A
59. 2 Stamina and resilience A
1. 66 Competent in oral communication B
2. 64 Able to interact with people B
4. 61 Work as part o f a group / team B
10. 46 Negotiating skills B
11. 35 Objective and rational in dealings with others B
23. 20 Good delegator B
24. 19 Good listener B
26. 18 Effective Leader B
36. 10 Able to influence others B
57. 3 Meeting skills B
64. 2 Group presentation skills B
5. 60 Knowledge of the business and the industry C
6. 53 Ability to plan strategically C
7. 50 Information gathering / analysis C
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19. 28 Financial planning and management C
18. 28 Business report writing C
33. 12 Networking c
35. 11 Commercial judgement c
34. 11 Project management c
42. 9 Sense of vision in planning and strategy c
44. 8 Plan and manage change c
47. 7 Effective administrator c
45. 7 Resource allocation skills c
48. 6 Entrepreneurial skills c
61. 2 Language skills c
17. 29 Analytical Reasoning Skills D
27. 18 Creative and imaginative D
38. 10 Intuition D
53. 4 Good memory D
58. 3 Ability to use concepts D
56 3 Pattern recognition D
65. 2 Structured and logical thinker D
9. 48 Operational management skills E
12. 34 Food and beverage services E
14. 33 Customer complaint handling E
15. 30 Quality control and standards E
16. 29 Good product knowledge E
20. 26 Costs and profit controls E
22. 20 Train and develop employees E
28. 16 Knowledge of systems management E
30. 14 Selection and interviewing techniques E
32. 13 The appraisal of abilities o f others E
52. 5 Special event management E
51. 5 Marketing and sales E
67. 2 Knowledge of decor and design E
66. 2 Ability to use hotel computer technology E
63. 2 Reception and accommodation skills E
62. 2 Awareness of national and EU legislation for 
tourism
E
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7. Re-evaluation
This period of analysis involved dialogue between the researcher in the 
role o f process consultant and the members of the panel. They 
presented the second draft of their findings (Table 9.9). The researcher 
established what conclusions were drawn by the panel and chaired a 
meeting to discuss the issues that remain unresolved. After much 
discussion there was general consensus that the data and the findings 
were representative and that conclusions and outcomes could be drawn 
from the results. It was also agreed that the five main clusters of 
competences could now be categorised into further sub-clusters. This 
process would develop words or terms that would reflect a more 
comprehensive picture of the range of dominant competences within the 
main clusters.
The remainder of this section presents the final deliberations of the 
panel in terms o f a commentary on each of the five new clusters of 
dominant competences with some reference to their original definition. 
The range of sub-clusters agreed by the panel within each main cluster 
is also presented and defined, to further clarify the scope and context of 
the results of the work of the expert panel.
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9.3.1. Summary of The Results and the Views of the Expert Panel:
Each of the five clusters was labelled with a letter of the alphabet.
♦  Cluster A -  Personal Attributes:
Personal Attributes form the most complex collection o f competences 
and are divided into three sub-clusters: 
managing a crisis 
personality traits 
self-management 
These three as sub-clusters are not distinct from each other and 
overlap. The competences under this cluster which are required by 
general managers in hotels reflect the personal nature of the manager in 
the industry. Personal attributes are governed by the process of the 
activity rather than by the procedural / technical aspects o f the work.
♦  Cluster B  -  Interpersonal Skills
Tourism is a 'people' industry, and, therefore, cluster B included the
attributes required o f a general manager in the hotel industry concerned 
with achieving results through others by leading a team, being part of a 
team or through delegation. Managing people is heavily influenced by 
the leadership competence which falls within this cluster and which has 
been broken down into three sub-clusters: 
communications 
interaction with others 
team/group processes 
These sub-clusters represent competences that are more sensitive or 
supportive when describing the application o f these competences by the 
manager in the workplace. The strong interpersonal or people element 
associated with the hotel industry require the general manager to 
understand organisational and group behaviour and to provide the 
appropriate environment within which teams can achieve their work and 
personal goals. The effectiveness of the team, including the
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management team, may be developed through the composition, 
structure, ways of working and competence of individuals.
These competences are supported by the competence 'accurate 
appraisal abilities of others' which involves the assessment of the 
strengths and weaknesses of the team and can take place in a variety of 
circumstances. For example, these appraisals may be routine, based 
around regular reviews, or they may be individual assessments that take 
place as part of an assessment centre.
♦  Cluster C -  Commercial and Business Skills
This cluster represents those competences that determine the
profitability of the enterprise and represent the competences necessary
for a general manager to plan and guide the strategic future and
direction of the company. The three sub-clusters include:
industry awareness / knowledge and experience
information processing
planning and strategy
These sub-clusters represent those competences necessary to analyse 
the historical, current and projected performance o f the hotel and the 
ability of the manager to develop appropriate corrective action. The 
acquisition of resources varies from one hotel to another and depends 
on circumstances and includes raising finance to obtaining loans, or 
negotiating with financial institutions and the government. The 
allocation of resources involves budgets, developing programmes, or 
projects based on an annual financial plan for the hotel which may be 
audited quarterly.
General managers should have the competence to influence internal and 
external opinion formers and decision-makers by means which are 
ethical, and professional managers should be sensitive to the values and 
practices of those key opinion formers and decision-makers.
♦♦
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Information processing and analysis is a competence which involves the 
identification and acquisition of information on the strengths and 
weaknesses of existing and potential competitors. Managers should 
take account of emerging and predicted trends in the markets and 
products of the hotel.
Cluster D - Intellectual and Cognitive Abilities
This cluster represents those competences that managers highlighted
were significant contributors to their personal effectiveness.
Sub-clusters include;
being creative and imaginative
intuition
analytical skills
Managers tend to think methodically; consequently, cause and effect, 
and logical thought involves placing events in sequence. 
Conceptualisation is a way of thinking in which managers assemble 
information o f seemingly unrelated events into a pattern. This cluster 
of competences is similar to the meta-skills highlighted by Burgoyne 
and Stuart (1976) in their models for the skills, qualities and attributes 
o f effective managers.
Cluster E -  Professional and Technical Abilities
The nature of the work of the hotel general managers in this study
reflected a high level of operationalism. This cluster represents those
competences that were dominant in the execution o f tasks and activities
in managing the operations. They highlight the extent to which
industry-specific skills and knowledge are required in the management
of the hotel. The range of competences within this cluster are confined
to the requirements of the functional / operational specialism, and the
sub-clusters include:
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Operational Management Skills 
Quality Control and Standards 
Developing Employees
At this stage the range of data available through the Avork o f the panel 
can be summarised as follows;
Sixty-seven dominant competences
Frequency of occurrence of one thousand two hundred and
seventy-three
Five main clusters of competences 
Fifteen sub-clusters within the main clusters.
As the process of grounded theory through the Constant Comparative 
Method, and the work of the expert panel was now complete, the next 
stage was to analyse the data further by using both qualitative and 
quantitative techniques.
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9.4. Qualitative and Quantitative Analysis of the Findings and 
Results
The previous section presented the results of the expert panel within the 
context o f the Constant Comparative Method of analysis. The key outcome 
was a list o f dominant competences with a frequency level o f occurrence set 
out in order of priority. The panel put these dominant competences into 
clusters and then into sub-clusters. This effort was supported by the definitions 
and interpretations of the members o f the panel as they worked towards 
developing a competence profile of the general managers in effective hotels in 
Ireland.
This section sought to take the process of analysis a step further. The 
quantitative approach to data analysis predominates in this section but builds 
on and references the qualitative data in previous sections. The interaction 
between the researcher and the expert panel during the Constant Comparative 
Method o f analysis meant that there was a high level of awareness o f the data 
and of the emerging trends. This follows the advice of King (1994) who 
stated that " it is essential that the researcher is thoroughly familiar with the 
data before commencing any kind of analysis", (p 25). This section is divided 
into four sub-sections to provide for a structured presentation o f the analysis 
and the findings o f the regression:
1. The first section examines the competence responses individually and 
examines the possibility o f there being any existing trends and 
relationships based on the data.
2. The second section includes the analysis which sought to determine the 
effect of the critical incidents on the choice of competence in terms of 
time-frame and classification either Managing the Operations' or 
'Managing the Business'.
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3. The third section analyses the extent to which the demographic profile 
of the respondent and the competences had any discernible effect on the 
hotel's organisational performance result and score.
4. The fourth section analyses the demographic profile of the respondents 
on the choice and impact o f the competence used in a given situation.
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9.4.1. The Relationship Between the Industry Competence Responses
The purpose o f this sub-section is to analyse the competence responses 
individually and to examine any existing trend or relationship within the data.
The specific competence responses, their frequency, relative frequency and 
cluster are detailed in table 9.11 overleaf. To get the maximum information 
from this table, it was divided by quartiles. These quartiles are not exact in 
order to prevent splitting a particular competence into two sections. The four 
resulting segments of this table are henceforth referred to as quarters. The first 
represents 24.58% of the total responses and has a total frequency o f 313. It 
consists of five specific competences with frequencies ranging from 60 to 66. 
The second represents 24.73% of the total competences with a total frequency 
of 315. It contains seven competences with frequencies that range from 34 to 
53. The third quarter has 24.97% of the responses with a total frequency of 
318. It includes twelve competences with frequencies ranging from 19 to 34. 
Finally, the fourth quarter covers 25.72% of the responses and has a total 
frequency o f 327. There are forty-three competences in this section with 
frequencies ranging from 2 to 18. Table 9.10 summarises the information given 
by quartering the data.
Table 9.10 Competence Clusters by Quartiles
COMPETENCE
CLUSTERS
Percentage of 
1st Quarter 
Freq: 60-66 
n = 5
Percentage of 
2nd Quarter 
Freq: 34-53 
n = 7
Percentage of 
3rd Quarter 
Freq: 19-34 
n =  12
Percentage of 
4th Quarter 
Freq:2-18 
n = 43
Personal Attributes 19.80 15.60 17.60 36.70
Interpersonal 61.00 25.70 12.30 10.10
Commercial & Business 19.20 32.70 17.60 22.30
Intellectual & Cognitive 0.00 0.00 9.10 12.20
Professional & Technical 0.00 26.00 43.40 18.60
100.00 100.00 100.00 99.90
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Table 9.11 Dominant Competences by Frequency, Relative Frequency 
and Clusters
NO. FREQUENCY COMPETENCE CLUSTER RELATIVE
FREQUENCY
Aprx 1/4
1. 66 Competent in oral communications B 5.18
2. 64 Able to interact with people B 5.03
3. 62 Aware of personal strengths and 
weaknensses
A 4.87
4. 61 Work as part of a group / team B 4.79
5. 60 Knowledge of the business and the 
industry
C 4.71 24.58%
6. 53 Ability to plan strategically C 4.16
7. 50 Information gathering / analysis C 3.92
8. 49 Personal motivation A 3.85
9. 48 Operational management skills E 3.77
10 46 Negotiating skills B 3.61
11 35 Objective and rational in dealings 
with others
B 2.75
12 34 Food and beverage services E 2.67 24.73%
13 34 Ability to handle a crisis A 2.67
14 33 Customer complaint handling E 2.59
15. 30 Quality control and standards E 2.36
16. 29 Good product knowledge E 2.28
17. 29 Analytical Reasoning Skills D 2.28
18. 28 Business Report Writing C 2.2
19. 28 Financial planning and management C 2.2
20. 26 Costs and profit controls E 2.04
21. 22 Decisiveness A 1.72
22. 20 Train and develop employees E 1.57
23. 20 Good delegator B 1.57
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24. 19 Good listener B 1.49 24.97%
25. 18 Personal confidence A 1.41
26. 18 Effective Leader B 1.41
27. 18 Creative and imaginative D 1.41
28. 16 Knowledge of systems management E 1.26
29. 14 Ability to handle pressure A 1.1
30. 14 Selection and interviewing 
techniques
E 1.1
31. 14 Strong personality A 1.1
32. 13 The appraisal of abilities of others E 1.02
33. 12 Networking C 0.94
34. 11 Project management C 0.86
35. 11 Commercial judgement C 0.86
36 10 Able to influence others B 0.79
37. 10 Patience A 0.79
38. 10 Intuition D 0.79
39. 10 Strong sense of discipline and self 
control
A 0.79
40. 9 Time Management A 0.71
41. 9 Open and willing to leam A 0.71
42. 9 Sense of vision in planning and 
strategy
C 0.71
43. 8 Flexible and co-operative A 0.63
44. 8 Plan and manage change C 0.63
45. 7 Resource allocation skills C 0.55
46. 7 Diplomatic, tactful and sensitive A 0.55
47. 7 Effective administrator C 0.55
48. 6 Entrepreneurial skills C 0.47
49. 5 Good personal and professional 
image
A 0.39
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50. 5 High achiever A 0.39
51. 5 Marketing and sales E 0.39
52. 5 Special event management E 0.39
53. 4 Good memory D 0.31
54. 4 Sense of integrity A 0.31
55. 3 Proactive A 0.24
56. 3 Pattern Recognition B 0.24
57. 3 Meeting skills D 0.24
58. 3 Ability to use concepts D 0.24
59. 2 Stamina and resilience A 0.16
60. 2 Manage one's own career 
development
A 0.16
61. 2 Language skills C 0.16
62. 2 Awareness of national and EU 
legislation for tourism
E 0.16
63. 2 Reception and accommodation skills B 0.16
64. 2 Group Presentation Skills B 0.16
65. 2 Structured and logical thinker D 0.16
66. 2 Ability to use hotel computer 
technology
E 0.16
67. 2 Knowledge of decor and design E 0.16 25.72%
Note; The last observation from the second quarter has the same frequency as the first 
observation from the third quarter. This was not considered to be overly important as the 
above table does not conform to a strict form of quartile analysis.
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The first quarter has only five observations with a total frequency o f 313, 
showing a small group of competences in high demand. Each competence in 
this group commands roughly 5% of the total overall competences. The quarter 
is dominated by Interpersonal Competences, these take up a 61% of the total. 
Personal Attributes and Business and Commercial Competences are relatively 
less important, each taking roughly 19% of the quarter. There are no 
Intellectual and Cognitive or Professional and Technical competences in this 
quarter.
The second quarter is dominated by Commercial and Business Competences 
with 32.7% of the total. Professional and Technical and Interpersonal 
competences follow at approximately 26% each. Finally Personal Attributes 
take 15.6%, Intellectual and Cognitive are not represented.
The third and fourth quarters have wider spreads. Professional and Technical 
commanding 43.4% of the third quarter and Personal Attributes taking 36.7% 
of the fourth. Intellectual and Cognitive competences are represented as a 
minority (if at all) in all quarters.
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A More Detailed Examination
To obtain more information from table 9.10, averages were calculated. For 
example. Interpersonal competences represent 61% of the first quarter over 
three competences. Therefore, on average, an Interpersonal competence 
represents 20.3% of the first quarter. These averages are referred to as 
average relative frequencies throughout this chapter. The average relative 
frequencies were used to look for trends in the competence clusters across the 
quarters. They are detailed in table 9.12.
Table 9.12 Average Relative Frequency by Cluster
COMPETENCE
CLUSTERS
Percentage of 
1st Quarter 
Freq: 60-66 
n = 5
Percentage of 
2nd Quarter 
Freq: 34-53 
n = 7
Percentage of 
3rd Quarter 
Freq: 19-34 
n = 12
Percentage of 
4th Quarter 
Freq:2-18 
n = 43
Personal
Attributes
19.8 
1 Competence 
Avg = 19.8%
15.6 
1 Competence 
Avg = 15.6%
17.6 
2 Competences 
Avg = 8.8%
36.7 
15 Competences 
Avg = 2.4%
Interpersonal
Skills
61
3 Competences 
Avg = 20.3%
25.7 
2 Competences 
Avg = 12.8%
12.3 
2 Competences 
Avg = 6.3%
10.1 
5 Competences 
Avg = 2.0%
Commercial 
and Business 
Skills
19.2 
1 Competence 
Avg= 19.2%
32.7 
2 Competences 
Avg = 16.4%
17.6 
2 Competences 
Avg = 8.8%
22.3 
9 Competences 
Avg = 2.5%
Intellectual 
and Cognitive 
Abilities
0
0 Competence 
Avg = 0%
0
0 Competences 
Avg = 0%
9.1
1 Competence 
Avg = 9.1%
12.2 
6 Competences 
Avg = 2.0%
Professional 
and Technical 
Abilities
0
0 Competence 
Avg = 0%
26
2 Competences 
Avg= 13.0%
43.4 
5 Competences 
Avg = 8.7%
18.6 
8 Competences 
Avg = 2.3%
100 100 100 99.9
Note:
Where n is the number of specific competences in a quarter independent of frequency. 
Total n = 67
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Of the five most frequently used competences, those belonging to the first 
quarter, three come under the sub-heading of Interpersonal competences and 
have a combined fi*equency o f 191; these are the ability to interact with others, 
oral communication and being able to work as part o f team or group. They 
represent 60.1% of the total first quarter frequency, the dominance of 
Interpersonal Skills is shown in Graph 9.1.
Graph 9.1. Relative Frequency of Cluster B
First Quarter
H A
B B
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There is one Personal Attribute competence in the first quarter with a relative 
frequency of 19.8%; this drops to an average relative frequency for Personal 
Attributes o f 2.5% in the fourth quarter spread over fifteen competences. This 
shows an inclination for managers to choose the same two Personal Attributes 
from the first and second quarters; these are an awareness o f personal strengths 
and weaknesses and personal motivation. A manager's choice of competences 
will probably include one or both of the two dominant competences; however, 
different managers also choose a variety of different competences, because the 
nature of incidents differ, and as is the case in this study the largest group of 
low frequency competences is the Personal Attribute cluster. This is seen in 
Graph 9.2.
Graph 9.2. Frequency of Cluster A
Fourth Quarter
The same trend applies for Commercial and Business competences where there 
are three dominant competences. These three are a knowledge of the business 
and industry, business report writing and financial planning and management. 
There are fewer competences with a low frequency compared to Personal 
Attributes. This may indicate that through training a number of different 
managers have the same Commercial and Business competences at their 
disposal.
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Commercial and Business competences take 32 .7% of the second quarter 
spread over two competences. They are the ability to plan strategically and 
information gathering and analysis. They each have similar frequencies, 53 and 
50 respectively. This may be the result o f a possible association between the 
two, as information gathering and analysis is often necessary for strategic 
planning. The dominance o f the second quarter by Commercial and Business 
competences is seen in Graph 9.3.
Graph 9.3. Relative Frequency of Cluster C
Second Quarter
B A
H B
Be
no
H e
There is an the absence of Intellectual and Cognitive competences in the two 
higher frequency quarters. However, a single Intellectual and Cognitive 
competence represents 9.1% of the third quartile (analytical and reasoning 
skills). There is as large a spread of low frequency competences in the last 
quarter as there are for the other competence clusters. This suggests that 
managers tend not to use Intellectual and Cognitive competences, but when 
they do, there is a pronounced inclination to focus on analytical and reasoning 
skills.
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Professional and Technical competences do not feature in the highest quarter. 
There is a declining trend again over the three quarters in which it does make 
an appearance. This competence cluster represents 43.4% (frequency of 103) 
of the third quarter over five specific competences as seen in Graph 9 .4. Three 
of these have similar relatively high frequencies (34,33 and 30). They are 
customer complaint handling, quality control and standards and finally good 
product knowledge. These three similar frequencies may be the result of a 
possible association between these competences. Good product knowledge is 
necessary for quality control and standards. Similarly the level of quality 
control and the hotel standards will have a bearing on the amount of customer 
complaints that need to be handled.
Graph 9.4. Relative Frequency of Cluster E
Third Quarter
There is a contrast between the first quarter's high frequencies and the large 
number of low frequency competences in the last quarter. This suggests that 
there is a small number of competences, many being Interpersonal, that are 
necessary across all hotels. However, there are a wide range of hotels and, 
therefore, hotel needs, and also a wide range of managers who deal with 
situations in a variety o f ways. This is reflected in the high number o f low 
frequency competences in the final quarter.
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9.4.2. The Impact of the Critical Incident on the Choice of Competences
This section provided a comprehensive analysis of an incident's effect on the 
choice of competence. The data was examined both in terms of time-frame and 
whether an incident was classified Managing the Business or Managing the 
Operation, (henceforth, referred to as incident group). These situations were 
categorised as follows;
INCIDENT GROUP
Managing the Business Managing the Operations
Financial and Investment 
Management 
Marketing / Sales
Staff
Management 
Product and Services 
Customer Service 
External Relations
For the purposes o f this section, the incident category 'exceptional occurrences' 
was not included in the analysis.
Time-Frame
When considering the type o f competences utilised by managers, it was 
considered important to illustrate how managers' choices o f competences 
altered in relation to different time-frames o f the critical incidents, these are 
depicted as;
CRISIS SHORT-TERM MEDIUM-TERM LONG-TERM
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Overall there is a negative trend in the average number o f Personal Attribute 
competences chosen as the situational time-frame of an incident increases.
There is a large use o f Personal Attributes in a crisis situation, which declines 
as the incident time-frame moves towards the long-term, as shown in Graph 
9.5.
Graph 9.5. Impact of Incident Time-Frame on Personal Attributes
®  Crisis
■  Short Term
■  M edium Term  
a  Long Term
Tim e Fram e
Personal Attributes are in fact the most widely used competence in crisis 
situations. Graph 9.6 illustrates that Personal Attributes command 39% of 
total competences in a crisis time-frame. In addition, it can be seen in the 
long-term (Graph 9 .8) that the proportion of Personal Attributes chosen by 
managers is smallest in the long-term. This trend mirrors the decreasing trend 
shown in Graph 9.5.
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G raph 9.6, Impact of Incident Time-Frame on Clusters of Competence
Crisis
(22,6% )
(18.9%)
(14.5% )
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B  Business & Commercial 
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B  Professional & Technical
The negative trend in Personal Attribute competences as an incident's 
time-frame moves towards the long-term is reversed in the case of Business 
and Commercial competences. There is an increasing trend as time-frame 
lengthens (Graph 9.7). A small number of Commercial and Business 
competences are utilised in a crisis or short-term incident; however, their 
application is increased as an incident's time frame tends towards the long-term.
G raph 9.7. Impact of Incident Time-Frame on Commercial and Business
Competences
/I
4 -
2 - 3
B C r is s  
B  Short Term  
B  Medium Term  
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The largest average frequency of all the clusters is shown by Commercial and 
Business competences for long-term incidents. This is evidenced in Graph 9.8. 
Commercial and Business represents 44.3% of overall competences chosen to 
deal with long-term incidents.
Graph 9.8. Impact o f Incident Time-Frame on Clusters of Competences
Long Term
(23.4%)
(44.3%)
(4.4%)
(13.3%)
(14.6%)
S  Personal Attributes 
H Interpersonal 
B  Business & Commercial 
□  Intellectual & Cognitive 
SJ Professional & Tectinlcal
Of the remaining clusters there appears to be only a marginal trend in the use of 
Interpersonal competences. A slight increase is displayed as the time-frame of 
an incident grows. Similarly, only a slight trend is shown in the case of 
Professional and Technical competences which is consistent with respect to 
time-frames.
It can be seen in Graph 9.9 that there is a slight increase in the use of 
Interpersonal competences in 'Managing the Operations' incidents as 
time-frame is lengthened. However, there is no appreciable trend of any 
significance in Interpersonal competences used for a business-type incident.
This is reinforced by the fact that in the regression analysis the incident group is 
found to be insignificant for a manager's use of Interpersonal competences 
within a specific time-frame.
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Graph 9.9. Impact of Incident Time-Frame on Interpersonal
Competences
BCrisfe 
H Short Term  
H Medium Term  
a  Long Term
Time Frame
The same may be said for Professional and Technical competences. The 
regression analysis finds the incident group insignificant in a manager's choice 
of Professional and Technical competences across all situational time-frames. 
There is a marginal increase in the demand for Professional and Technical 
competences in 'Managing the Operations' incidents as the time-ffame 
increases. There is also a small irregular pattern across the time-ffame in the 
case of 'Managing the Business' incidents.
Incident Group
The apparent lack of trend with respect to time-ffame in both Interpersonal and 
Professional and Technical competences was looked at in further detail by 
examining the choice of competences with respect to Incident Group. This was 
done graphically and was also incorporated into a regression model examining 
the amount of each competence chosen (as a proportion of total competences 
chosen) in relation to incident group, time-ffame and manager traits. These 
regressions are detailed in Appendix 14.
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In the case o f Personal Attributes, incident group is found to be insignificant 
for crisis, short-term and medium-term incidents. However, for a long-term 
incident the regression analysis shows a drop in the number of Personal 
Attributes utilised in the long-term, if the incident is business related. This is 
shown in Graph 9.10.
Graph 9.10. Impact o f Incident Group on Personal Attributes
a  Operation 
B B usiness
Long Term  Time Fram e
With respect to Commercial and Business competences. Incident Group is 
found to be insignificant for a crisis incident. In a crisis situation a manager 
appears to choose the same amount o f Business and Commercial competences 
in both 'operation' and 'business' incidents. However, there is a significant 
difference between the number chosen for the two incident groups in the case 
of short, medium and long-term incidents. The managers tend to use more 
Commercial and Business competences in a business incident in the short and 
medium-terms respectively. Incident Group is the major predictor of 
Commercial and Business competences in the long-run. The regression 
analysis suggests that a manager uses significantly more in a business situation 
than in an operations one.
The regression analysis finds Incident Group to be insignificant in crisis, 
short-term and long-term incidents for Intellectual and Cognitive competences.
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However, in the medium-term the regression predicts an increase in Intellectual 
and Cognitive competences, if the incident is o f a business nature. In the case, 
however, such inferences need to be treated with caution. The number of 
observations is low, and the resulting adjusted is only 35.3%, implying a 
weak explanatoiy power.
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9.4.3. The L ink Between the Demographic Profile of the Respondents and their 
Competences on O rganisational Performance
It was difficult to establish a link between both sets o f information (see Chapter 
6) due to the divergent nature of the two data sets. The hotel operational score 
for each manager's respective hotel was established and was incorporated into 
the management matrix (Appendix 15). The relationship between the various 
competences and hotel score is illustrated in Graph 9.11.
G raph 9.11 Relationship Between Clusters of Competence and 
Performance Score o f the Hotel
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It can be seen that there is no trend between competence clusters and hotel 
score. One feature, however, which is evident throughout the remainder o f the 
analysis is the relative unimportance o f Intellectual and Cognitive competences.
A more detailed statistical examination was made with hotel score taken as a 
dependent variable and regressed on the biographical profile o f the 
respondents, (i.e., position, age, experience, training, gender, hotel grade and 
an age by experience interaction term), the amount o f Personal Attributes,
Chapter 9  -  Page 283
Interpersonal competences, Business and Commercial competences,
Intellectual and Cognitive competences and Professional and Technical 
competences, in order to see whether these variables would have an effect on 
hotel score. The following are the results:
Hotel Score =
12.2 Age + 5.0 Training + 4.0 Gender + 2.2 Grade + 3.5 Experience - 1.4A*E 
(17.7) (5.78) (3.60) (5.08) (10.3) (-11.8)
AdjR: = 98.5% F =1590 a = 0.01
Again the five competences are found to be insignificant with respect to hotel 
score. The following is an example of the specific information found as a result 
of the regression. An increase in a respondent's age group will increase the 
performance score of the hotel by twelve points. If  the respondent was a hotel 
school graduate then the score would increase by five points. Each grade of 
hotel will score two points higher than the next lowest grade. Finally, each 
additional year's experience o f the respondent will increase their hotel score by 
three and a half points although this is reduced by an age interaction factor.
Table 9.13 Impact of Demographic Profile o f the Respondents 
on Hotel Performance
M anagem ent C riteria Code
Aged 3 0 - 4 0 2 2(12.2) 24.40
Trained 1 1(5.0) 5.00
Male 1 1(4.0) 4.00
B* Hotel 3 3(2.2) 6.60
Two Years Experience 2(3.5) 7.00
Age * Experience (2*2) 4(-1.4) -5.60
Predicted Hotel Score 41.40
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As can be seen from table 9.13, a graduate male manager with two years 
experience and aged between thirty and forty, from a Grade B* hotel is 
predicted to achieve an hotel score of 41.4. The 'Top Performer' score is 
thirty-six or above to a maximum of fifty-four.
It is important to point out, however, such inferences need to be treated with 
caution. The hotel score data is restricted to the upper segment o f such data 
based on hotel performance and reflects the upper portion of the hotel score 
distribution. A more satisfactory analysis would entail a comparison over the 
entire hotel score distribution. Such an analysis might provide more satisfactory 
results. For the purposes o f this study and the time scale involved such an 
analysis was not readily possible.
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9.4.4. The Analysis of the Profile of the Respondent and Their Choice of Competences
This sub-section selects management criteria and investigates the possible influences on 
the proportion o f competences a manager uses in a given situation. These management 
criteria cover a manager's position, age group, experience, training, gender and hotel 
grade. The investigation involved performing separate regression analyses on each 
competence for each situational time-frame. There were twenty resulting equations and 
four time-frame regressions for each competence cluster.
Given that some managers chose a greater absolute number o f competences than 
others, it was necessary to take the total amount of competences managers used in 
dealing with incidents. Therefore, the variable that was analysed was the amount of a 
competence group chosen as a proportion of the total competence used for a given 
incident. In this way managers who tended to use large amounts o f competences 
overall do not bias the analysis, thus, not distorting the analysis in their direction. The 
regressions are detailed in Appendix 14.
Personal Attributes
The proportion o f Personal Attributes competences chosen was taken as a dependent 
variable and regressed on incident group and management criteria across all 
time-frames, in order to see what variables would affect the proportion o f Personal 
Attribute competences chosen. The following are the results:
CRISIS
Personal Attributes -0.128Position + 0.246Age - 0.030Experience + 0.139Training + 0.111 Grade 
(-2.33) (2.60) (-1.97) (1.83) (4.39)
AdjR: = 90.1% F = 35.6 . a = 0.10
SHORT-TERM
Personal Attributes = 0.080 Age + 0.132 Training
(3.86) (2.10)
AdjR2 = 50.5% F = 17.3 a  = 0.05
Chapter 9  -  Page 286
MEDIUM-TERM
Personal Attributes = 0.010 Age - 0.021 Experience + 0.053 Grade 
(3.92) (-3.24) (3.76)
AdjR" = 58.6% F = 37.; a = 0.10
LONG-TERM
A = 0.0990 Op/Bs + 0.109 Age + 0.140 Training 
(-2.16) (3.74) (1.99)
AdjR" = 65.5% F = 10.5 a = 0.10
A manager's position was found to be a factor that had a significant effect on 
the choice o f Personal Attributes in a crisis time-ffame. Specifically, an owner/ 
manager is predicted to choose 12.8% less Personal Attribute competences 
than a general manager. Similarly, a managing director chooses 12.8% less 
than an owner/ manager. This trend is shown in Graph 9.12.
Graph 9.12 Relationship Between Position, Choice of Competence and 
Crisis
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Age was found to have a significant effect on the proportion o f Personal 
Attribute competences a manager chose in all situational time-frames.
Managers in a higher age group choose more Personal Attributes in dealing 
with a particular incident than their younger counterparts.
The regressions predict that an increase in age group will increase the 
proportion by 24.6%, 8%, 1% and 10.9% for crisis, short, medium and long 
term time-frames respectively
With respect to a crisis and medium-term time-fi*ame a negative relationship 
was found between experience and the proportion of Personal Attributes a 
manager utilises, this trend is shown in Graph 9.13. In particular, the 
regression predicts that a manager with extra years experience will choose 3% 
and 2.1% less Personal Attributes when dealing with a crisis and a 
medium-term situation respectively.
Graph 9.13. Relationship Between Experience, Choice of Competence and 
Time-Frame
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It is interesting that the coefficients of age and experience have opposite signs, 
which might imply that age represents a habit factor while experience suggests 
a learning curve, i.e., managers leam from their mistakes and so choose fewer 
than they would have if merely acting as they had in the past.
The analysis found that graduate training has a positive effect on the utilisation 
of Personal Attributes. Graduate training resulted in an increased use of 
Personal Attributes, 13.9% in a crisis situation, 13.2% in the short-term, 14% 
in the long-term. This trend is shown in Graph 9.14.
Graph 9.14. Impact of Training on Choice o f Competence and Time-Frame
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Hotel grade was found only to have a significant effect on the use of Personal 
Attributes in crisis and medium-term situations. It was found to have a 
negative effect o f 11% and by 5.3% crisis and medium-term time-frames 
respectively.
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Interpersonal Skills
The proportion of Interpersonal competences chosen by a manager was treated as a 
dependent variable and regressed on incident group and management criteria across all 
situation time-frames as was done for Personal Attributes. The following are the 
results:
CRISIS
Interpersonal = 0.198 Age - 0.149 Training + 0.077 Grade - 0.008 A*E - 0.092 Position
(1.87) (-1.66) (2.36) (1.77) (1.41)
A # :  = 71.3% F =10.4 a = 0.20
SHORT-TERM
Interpersonal = 0.105 Age + 0.082 Experience - 0.031 A*E
(2.38) (4.06) (-4.78)
AdjR2 = 67.2% F = 22.9 a = 0.05
MEDIUM-TERM
Interpersonal = 0.056 Position + 0.073 Age + 0.149 Training + 0.164 Gender 
(-2.30) (3.20) (3.84) (4.64)
AdjR" = 75.1% F = 59.8 a  = 0.05
LONG-TERM
Interpersonal = 0.115 Position
(4.16)
AdjR: = 52.1% F = 17.3 a = 0.01
Position was found to have a negative relationship with the proportion o f Interpersonal 
competences chosen to deal with crisis and long-term incidents. An owner/manager is 
predicted to choose 9.2% and 11.5% less Interpersonal competences than a general 
manger in crisis and long-term situational time frames respectively. Similarly a 
managing director chooses 9.2% and 11.5% less than an owner/ manager.
Age is seen to be a significant factor in a manager's utilisation o f Interpersonal 
competences when dealing with all but a long-term situation. An increase in age 
bracket increases the proportion by 19.8% in a crisis situation, by 10.5% in the
Chapter 9 - Page 290
short-term and by 7.3% in the medium-term. This shows a steady decline from a high 
dependence in a crisis situation to no significant dependence on age in the long-term.
An increase in expertise by one year increases the proportion of Interpersonal 
competences chosen by 8 .2% in the short-term. It has no significant effect in a crisis 
situation, the medium-term or the long-term. However, the age by experience 
interaction term has a negative influence in a crisis situation and in the short-term, 
again perhaps pointing to an age-habit factor and an experience learning factor.
Graduate training is seen to have an influence on the use of Interpersonal competences 
in a crisis or medium-term time-frame. A graduate manager was found to rely on 1.9% 
less Interpersonal competences in a crisis situation than a non-graduate. While for 
medium-term incidents, graduates chose 14.9% more Interpersonal skills than a 
non-graduate. This trend is depicted in Graph 9.15.
Graph 9.15. Impact of Training and Time-Frame on Interpersonal Skills
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The analysis revealed that a manager depends on 7.7% less Interpersonal 
competences than a manager from a lower graded hotel. This is the pattern only 
in a crisis situation.
In the medium-term situation female managers were seen to use 16.4% more 
Interpersonal competences than her male counterpart. However, gender was 
found to have no bearing on the proportion of Interpersonal skills used for crisis, 
short or long-term situations.
Gender was also found to affect the use of Interpersonal competences. A female 
manager is expected to employ 16.4% more than her male counterpart. This 
trend can be seen in Graph 9.16.
Graph 9.16. Impact of Gender on Interpersonal Skills
Ü
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Commercial and Business
The proportion o f and Commercial competences chosen by a manager was 
treated as a dependent variable and regressed on incident group and management 
criteria over all time frames. The following are the results:
CRISIS
Commercial & Business = 0.127 Training + 0.005 A*E
(2.06) (3.64)
AdjR2 = 55.0% F = 12.6 a = 0 .10
SHORT-TERM
Commercial & Business = 0.160 Operational /  Business
(7.17)
AdjR2 = 61.2% F = 51.4 a = 0.01
MEDIUM-TERM
Commercial & Business = 0.123 Op /  Bs + 0.012 Experience
(4.39) (2.91)
A # :  = 71.4% F = 98.5 a = 0.01
LONG-TERM
Commercial & Business = 0.394 O p /B s -0.117 Position
(6.30) (-1.96)
A # :  = 89.1% F = 62.5 a = 0.10
A manager's position was found to be a factor that had a significant effect on the 
choice o f Commercial and Business competences in a long-term incident. 
Specifically, an owner / manager is predicted to choose 11.7% less Commercial 
and Business competences than a general manager. Similarly, a managing 
director chooses 11.7% less than an owner / manager.
Wfith respect to experience, a manager with one extra year's experience was 
found to choose 1.2% more Commercial and Business competences when 
dealing with medium term incidents.
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Graduate training was only found to have an effect in crisis situations. A 
graduate manager is seen to use 12.7% more Commercial and Business 
competences than non-graduates. (Graph 9.17).
Graph 9.17. Impact o f Training and Crisis on Commercial and Business 
Competences.
<  0.5
® Graduates 
B Non-Graduates
Crisis
Time-Frame
Neither age nor gender nor grade were found to be significant factors in relation 
to a manager's use o f Commercial and Business competences when dealing with 
incidents.
Intellectual and Cognitive
The proportion o f Intellectual and Cognitive competences chosen by a manager 
was treated as a dependent variable and regressed on incident group and 
management criteria. The following are the resulting equations;
CRISIS
Intellectual & Cognitive = -0.076 Position + 0.151 Age - 0.006 A*E
(-2.73) (3.88) (-3.05)
A # 2  = 45.7% F = 6.32 a = 0.05
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SHORT-TERM
Intellectual & Cognitive = 0.030 Age
(4.29)
AdjR: = 35.3% F=18.4 a= 0.01
MEDIUM-TERM
Intellectual & Cognitive = 0.046 Op / Bs
(&60
AdjR: = 35.7% F = 44.3 a= 0.01
LONG-TERM
Intellectual & Cognitive = 0.023 Position 
AdjR2 = 30.7% F = 7.63 a=  0.05
Position was found to have a negative relationship to the proportion of 
Intellectual and Cognitive competences chosen to deal with crisis and a positive 
relationship to the proportion chosen for long-term incidents. An owner /  
manager is predicted to choose 7.6% less Interpersonal competences than a 
general manager in crisis time-frames. However, the same owner / manager is 
predicted to choose 2.3% more Interpersonal competences than a general 
manager in long-term time-frames. A similar relationship exists between a 
managing director and owner / manager.
For crisis and short-term incidents a positive relationship was found between age 
group and the proportion of Intellectual and Cognitive competences chosen. An 
increase in age group resulted in an increase o f 15.1% for a crisis and an increase 
of 3% for a short-term incident.
Gender, training and hotel grade were not found to be significant factors in 
relation to Intellectual and Cognitive competences.
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However, these Intellectual and Cognitive results require caution. The number 
of observations is low; for example, there are no managing director responses for 
the crisis regression and no owner /  manager responses for the long-term 
regression. The resulting adjusted R^s are low, only 45.7%, 35.3%, 35.7% and 
30.7% for crisis, short-term, medium-term and long-term regressions 
respectively. This implies weak explanatory power.
Professional and Technical
The proportion of Professional and Technical competences chosen by a manager 
was treated as a dependent variable and regressed on incident group and 
management criteria over all time-frames. The results are listed as follows;
CRISIS
Professional & Technical = 0.056 Experience - 0.016 A*E
(3.74 (-2.73)
AdJR^  = 59.3% F =14.8 a=0.05
SHORT-TERM
Professional & Technical = 0.107 Position + 0.086 Gender
(1.54) (2.39)
Ad)R: = 62.5% F = 27.6 a = 0.20
MEDIUM-TERM
Professional & Technical = 0.087 Position - 0.035 Experience - 0.012A*E 
(4.14) (2.82) (-2.92)
AdjR2 = 59.1% F = 38.6 ct = O.Ol
LONG-TERM
Professional & Technical = 0.106 Training + 0.076 Grade - 0.005 A*E
(1.75) (4.07) (-2.40)
Ad)R: = 61.1% F = 8.85 a = 0.20
Chapter 9  -  Page 296
A manager's position was found to be a factor that had a significant effect on the 
choice of Professional and Technical competences; a positive relationship was 
found. Specifically, owner / managers choose 10.7% and 10.6% more 
Professional and Technical competences than general managers in short and 
medium situational time-fi-ames. A similar relationship exists between an owner / 
manager and managing director. This trend is shown in Graph 9.18.
Graph 9.18. Impact o f Position and Time-Frame on Professional and 
Technical Competences
HI General Manager 
E l Owner/Manager 
H  Managing Director
Short-Term Long-Term
Time-F rame
An additional year's experience was also found to have a positive relationship 
with the proportion o f Professional and Technical competences utilised by 
managers. One extra year of experience suggests that a manager will use 5.6% 
and 3.5% more in crisis and medium-term incidents respectively. It had no effect 
for short or long-term situations.
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The analysis found that graduate training has a positive effect on a manager's use 
o f Professional and Technical competences. Graduate training resulted in an 
increase of 10.6% in the proportion of these competences chosen in the 
long-term. This positive trend is shown in Graph 9.19.
Graph 9.19. Impact o f Training on Professional and Technical Competences
B  Graduates 
B  Non-Graduates
Long-Tetm
Time-Frame
The analysis found that gender was a factor that had a significant effect on the 
proportion o f Professional and Technical competences chosen. In the case o f a 
short-term incident, females were found to utilise 8.6% more Professional and 
Technical competences than their male counterparts. (Graph 9.20).
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Graph 9.20. Impact o f Gender on Professional and Technical Competences
a  Male 
a  Female
Short-Term 
Time-F rame
In the case o f a long-term incident a positive relationship was found between 
hotel grade and the proportion o f Professional and Technical competences 
chosen. An increase in grade was found to increase the proportion utilised by 
7.6%.
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9.5. Conclusion
This chapter delineated a framework for the analysis of the critical incident data 
which included an expert panel working through the process of the Constant 
Comparative Method of analysis. In addition, the deliberations and the findings 
of the expert panel validated the critical incident data and provided a foundation 
for the quantitative analysis by the researcher which is also outlined in this 
chapter.
The expert panel, using the Constant Comparative Method, identified and agreed 
competences that were characteristic o f the respondents as senior managers in 
effective hotels. The panel also sought to identify the extent to which these 
competences represented skills and knowledge, which related to the decisions 
and actions o f the competent performance of the individual. The overall 
approach to the analysis proved to be a reliable method for the analysis and 
interpretation of the data. The objective and terms of reference set for phase 
three of this study were realised.
Overall, the competences represented the outcomes of a personal appraisal 
process through which the respondents were able to identify their own 
competence profile in the execution of specific activities and practices as 
described through phase two o f the study.
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10.1. Introduction
This chapter discusses the results and interpretation of the data in the following 
order:
(10.2) Organisational Effectiveness in the Irish Hotel Industry
(10.3) The Nature of Management in Effective Hotels
(10.4) The Professional and Personal Competence Profiles of Senior Managers 
in Effective Hotels.
The discussion is based on the analysis of the data in Chapters 6, 8 and 9. In 
addition, there are references to the literature where appropriate, supported by 
appendices and tables. There are also linkages and cross-references among the 
three phases of the research. The view of Boyatzis (1982) captures the 
integrative nature of this study when he stated that, "Effective performance of a 
job is that attainment of specific results (i.e., outcomes) required by the job; 
through specific actions, while maintaining, or being consistent with, policies, 
procedures and conditions of the organisational environment." (p. 12). A 
number of researchers have sought to prove a causal link between management 
competence and management performance, but have limited their research to 
the linkages between competence and individual performance. More recent 
research was carried out by Schroder (1989) in the United States and by 
Cockerill (1992) in Great Britain and their studies show that there is a link 
between the competence of the managers in their research and the performance 
of their organisations.
The approach and method of this research study followed the work of Bresnen 
(1988) who wrote, "the intention was to select a sufficient number of cases 
such that sufficient grounds were available for making useful comparisons and 
contrasts and drawing analytical influences" (p. 36). In this study this included 
the aggregation and compilation of quantitative data, the collection and sifting 
of qualitative data and the formulation of concepts with appropriate categories
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and descriptions. There was general acceptance that the collection and analysis 
of qualitative data was problematic (Martinko and Gardner, 1985). However, 
in the analysis stages of phases two and three the researcher sought to 
determine patterns that emerged to use as the basis on which to develop 
categories to describe the practice of hotel managers and their competences 
and as a basis for the conceptual development of managerial work.
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10.2 Organisational Effectiveness in the Irish Hotel Industry
This section interprets the results of the data set out in Chapter 6. To 
reiterate, this study sought to apply performance indicators to a sample of 
hotels so as to determine the 'top performers' and consequently the most 
effective hotels in Ireland. This approach supported Cameron (1980) when he 
suggested that comparable standards may be used by researchers to compare 
"the client organisation's effectiveness to that of others in the same industry or 
field, for example comparisons of profitability or sales, to industry figures". 
(p.67).
This approach also facilitated and validated the remaining phases of the study, 
namely to:
determine the nature of management practice in those effective hotels, 
and
define the competence profiles of their senior managers.
The link between organisational and management effectiveness is supported by 
Campbell et al (1970), while Reddin (1976) made the point that the unifying 
theme of all the determinants of organisational effectiveness is management.
To describe an organisation as effective or ineffective involves establishing a 
value against which organisations can or should be judged. This includes 
establishing operational criteria for measuring the achievement of these values 
and inferring characteristics associated with the meaning of this criteria. The 
research approach and instrument was detailed in Chapter Five. It provided a 
set of performance indicators based on recognised industry norms, which were 
gathered from participating hotels by the survey method through a postal 
questionnaire.
There are three broad ways of establishing a view of the effectiveness of 
organisations: unitary, pluralist and ecological. This view helps to summarise 
the scope and content of the data analysed in Chapter 6.
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Under a unitary approach, organisations are seen as existing to meet a single 
need or serve a particular interest. The interest can be the owner / manager. 
The criteria of success is the satisfaction which can be described and is 
measured in terms of indicators of financial performance. Alternatively, under 
the unitary approach, organisations can be seen as existing to achieve a 
particular purpose or pursuing a particular objective or mission.
The pluralist view of effective organisations suggests that any designated 
organisation exists to arrange work and exchange amongst a group of 
interested parties or stakeholders. Such stakeholders are often grouped under 
broad categories, such as: owners, directors, board members, clients, 
customers. The list can also include suppliers, employees and industry 
associations. From this point of view organisations are effective to the extent 
that all the stakeholders are better off and more satisfied than they would be if 
the organisation did not exist.
The ecological view of organisations concludes that organisations exist in a 
social, economic and material ecology and are successful to the extent that they 
occupy and develop a viable niche in that ecology. On this basis, the criteria 
for success is the long-term viability and survival of the organisation, which 
depends on its maintaining a profitable exchange within its environment and 
achieving whatever change, learning and adaptation necessary to maintain that 
situation.
These three views of the effectiveness of organisations may be reconciled and 
rationalised around the pluralist position. Unitary goals are not likely to be 
achieved unless pluralist stakeholders are at least minimally satisfied. The 
ecological view extends the pluralist view further by seeing the organisation 
interacting with a range of other entities which are also seeking to satisfy their 
interests and maintain themselves. The fate of an organisation is dependent on
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a combination of the formal nature of the internal managerial effort and the 
external circumstances of the organisation.
As stated earlier a basic assumption of this study is that managerial 
performance and effectiveness is the dominant influence within organisations. 
From this point of view, what is critical is the ability of managers to relate their 
own thinking and acting to that collective organisational effort and for the 
collective organisational thinking and action to anticipate, mitigate and avail o f 
contextual changes and developments. Consequently, the results o f phase one 
of this research study provide a model for determining what contributes to an 
effective hotel, based on and confined to the performance indicators that 
represent effectiveness of Irish hotels by grade.
For the purpose of the study, a framework for analysis was developed which 
included a scoring matrix to calculate the outcome o f the application of the 
performance indicators to each hotel in the study. Those that scored in the 
upper quartile were deemed to be 'top performers' and effective. The analysis 
is confined to this sample of hotels and does not identify the trends or the 
reasons why a significant proportion of the sample scored on or below the 
mean.
Based on the analysis of the data the highest number of hotels, 76%, scored 
above the industry standard in the 'gross profit' category. The lowest number 
of hotels, only 41%, scored equal or above the industry standard in the 
'employee costs' measure. Both of these indicators reflect the performance of 
the senior managers of the hotels. The management of human resources 
includes the control of employee costs to within industry standards. The 
effective control of raw materials is a contributory factor in generating gross 
profit margins above industry standards. This supports the view of Bass 
(1960) that the degree to which an organisation was profitable, reflected a 
valuable assessment of organisational performance. However, Doyle (1994) 
contended that there is no single goal adequate forjudging business
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performance. He made the point that effectiveness is not about exceptional 
achievements on one or two measures, but about giving satisfactory results 
along a broad set of criteria.
The outcomes of the study also reflected the work of Reiman (1982) who 
proposed that it is necessary to develop criteria that are theoretically 
meaningful as well as measurable for the focal organisation.
A total of fifty-seven hotels were deemed to be top performers and 
consequently effective as a result of this study. Based on a sample response of 
two hundred and nine hotels, it is a significant result. The sample represented 
37% of the target population and was deemed to be representative. Table
10.1. outlines the performance summary of the total sample of two hundred 
and nine hotels, under each of the nine indicators both in aggregate and for 
each of the four grades. It shows the percentage of the sample scoring in the 
upper quartile, i.e., a score of four or more in each indicator of performance.
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Table 10.1 Performance Summary - Total Sample By Grade
Percent of Sample Scoring Above Average 
(4 or > Points Per Indicator)
INDICATOR
Total
%
Grade
A*
%
G rade
A
%
G rade
%
Grade
B
%
Occupancy Rate 68 100 66 76 50
Gross Operating Profit 76 94 63 84 75
Room Revenue 
(% of total revenue) 66 104 60 77 46
Room Operating Profit 
(% of room revenue) 46 89 32 47 48
Food & Beverage Profit 
(% of F & B revenue) 67 67 53 73 72
Food Cost
(% of Food revenue) 61 44 54 61 74
Beverage Cost
(% of Beverage revenue) 67 61 74 61 67
Employee Cost 
(% of total revenue) 41 11 27 47 56
Marketing Cost 
(% of total revenue) 56 67 42 66 70
Overall Score (% ) 32 33 24 36 35
The objectives of phase one were achieved; namely that a number o f effective 
organisations were identified within the Irish hotel industry. The performance 
of the sample of two hundred and nine hotels were compared with the industry 
standards for the Irish hotel industry as outlined in the Hotel Industry Review 
(1993). Through the application of a scoring matrix and the use of quartiles to 
measure performance, a total of fifty-seven hotels were classified as top 
performers in their respective grades and consequently were deemed to be 
effective organisations.
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A further outcome of phase one was to select the participants for phases two 
and three of the study. The senior managers of the fifty-seven effective hotels 
were then invited to participate in the study, namely to determine their 
activities and competences in their role as senior managers of their 
organisations.
It is now appropriate to interpret the data and the results of phase one under 
three main headings:
1. Cost
2. Profit
3. Marketing
These are representative of all nine performance indicators used as benchmark 
data in phase one.
1. Cost
A review of the accumulation cost indicators provided the significant 
trend that the A* hotels have higher than average employee costs.
These costs do not appear to be associated with lack of demand for the 
use of these hotels since they record high occupancy and room revenue 
results. The inferences would appear to be either (a) that these hotels 
consciously aim to maintain high levels of service as part of a quality 
image, or, (b) that they are relatively overstaffed. Only 41% of hotels 
scored equal to or better than the industry standard. Employee costs 
are one of the significant areas of expenditure for hotels. A lack of 
control and efficiency in this area is likely to have knock on effects 
particularly in relation to profit centres. High employee costs may 
explain why revenue performance in a particular performance indicator 
is high, while actual profit performance in the same area is low.
In the other cost headings hotels were more effective. A total of 67% 
were above industry standards in beverage costs and 61% in food costs 
with Grade B hotels being the most efficient in this area. Food costs
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and beverage costs are less important areas of performance regardless 
o f the hotel grade or performance. This is because, in general, costs do 
not make for good performance measures.
2. Profit
In terms of the basic indicator of performance, namely gross operating 
profit, the sample of hotels recorded above average results for all 
except the Grade B category where exactly 50% achieved above 
average results. This may suggest a tendency for the best performing 
hotels to be those which responded to the study. The fact that the 
overall scoring for the total sample o f hotels is so close to the average 
for the industry it appears to preclude this possibility. An alternative 
interpretation might be that the profit measure in terms o f gross 
operating profit means profit before interest payments or other 
financing costs. Since it is probable that the A* hotels would have the 
largest of such commitments, it is interesting that they are the sample 
group with the highest percentage of above average profitability. This 
trend is reflected in the pattern for room profit and food and beverage 
profit, where it is again the Grade A* hotels which have the highest 
proportion o f above average performers.
However, in the room profit indicator, hotels other than Grade A* have 
not performed well. The point here is that hotels perform well in the 
area of room revenue; (76% scored above industry standard). This 
indicated that the costs associated with this area are very high. It 
should also be noted that hotels had higher performance in the food and 
beverage profit area than in the room profit area, only Grade A* hotels 
were the exception to this trend. Room profit was not found to have a 
strong correlation with overall profit, whereas, food and beverage profit 
was found to have a higher correlation with overall profit.
Chapter 10 - Page 310
Profit tends to make for more reliable and efficient performance 
measures since profit is based both on cost and revenue. A profit 
measure is associated more with a value added measure than with a 
simple value measure. The fact that room revenue is unrelated to 
efficiency means that it is not the most suitable performance measure to 
be used. Like costs, revenue alone is not as trustworthy a performance 
measure as profit. However, there is a link between occupancy levels 
and room profit; 68% of hotels sampled scored above the industry 
standard in the occupancy level area.
3. Marketing
The hotels in the sample had above average levels o f marketing spend, 
apart from the Grade A hotels for which the figure was only 42%.
Grade A hotels in the sample also recorded the lowest proportion of 
above industry average gross operating profit results (63% as compared 
with 94%, 84% and 75% respectively for Grades A*, B* and B). One 
interpretation might be that an hotel's profitability and performance is 
positively associated with the level of marketing expenditure. The 
conclusion is that the hotels in general performed poorly in this area.
Marketing performance is measured using a cost based value. The 
industry standard chosen for the marketing cost benchmark was the 
industry upper quartile. Grade B* hotels which tended to perform very 
well overall also performed well in the marketing expenditure area, with 
66% scoring above the industry standard. These results indicate that 
these hotels are less effective in their ability to market their business 
when compared to their performance in the operational areas.
In the case of business organisations, including the hospitality business, 
organisational survival is an overarching criterion in which all stakeholders 
have a common interest. Organisations do not fit easily within any general 
scientific laws; the range of independent variables that affect the dependent
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variable of effectiveness in hotels is extensive and does not lend itself easily to a 
single approach. However, in principle, the approach for applying systematic 
measures of effectiveness is identical to that of applying any other measure 
(Judd et al, 1991). Finally, organisational effectiveness looks at the centre of 
all organisational models. It is the ultimate dependent variable in organisational 
research; this study is no exception.
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10.3. The Nature of Management in Effective Hotels
This section outlines the results and interpretations of the analysis of the critical 
incident, events and activities which the respondents highlighted as contributing 
to the effectiveness of their organisations or to their own effectiveness. This 
data analysis is outlined in Chapter 8 Section 3. In his observational study 
Mintzberg (1973) responded to earlier criticisms that most studies of 
managerial work were concerned with the functions of managers without 
researching their activities. His approach was to observe managers at work 
and categorise their activities into ten managerial roles. Whilst this research 
study does not attempt to build on Mintzberg's work, it does focus on the 
activities of managers in effective hotels and identifies the competences 
displayed in the execution of these activities. The results of this study reflect 
the writings of Hales (1986) when he commented that "managerial jobs seem, 
in general, to be sufficiently loosely defined to be highly negotiable and 
susceptible to choice of both style and content", (p. 101). The data analysis 
highlighted the trend that respondents in different organisations dealt with 
exactly the same or similar activities. The scenarios they cited were different; 
the scale of events, the financial implications, the degrees of urgency, criticality, 
in the context created different demands, but the focus of action was expressed 
in common ways.
Reva Berman-Brown (1994) questioned whether management is a science or 
an art. If it is a science, then it represents techniques that can be assigned, 
measured and be improved on. If it is an art, then credence must be given to the 
non-rational aspects o f the art such as creativity, imagination, emotions and 
even intuition. The content of the data that has emerged through this study 
suggests that the nature of management of the respondents can be classified as 
a combination o f science and art.
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Profile o f the Respondents
The data relates only to the most senior managers of effective hotels. The 
analysis provides an overview of the nature of the management practices of the 
respondents. The data is confined to incidents which they selected and 
described as contributing to either the effectiveness o f their organisations or 
their own roles within it. It is reasonable to assume that the choice of incident 
reported is a reflection of the way these managers perceive the nature of their 
jobs and the aspects they consider to be critical and significant. Each 
respondent was only allowed to provide three incidents. Whilst this was 
acceptable within this study, the more incidents that a respondent is able to 
provide the more the information from those incidents helps to develop a more 
generalisable profile and, by implication, of managers in the hotel industry in 
Ireland. However, the size of the sample of respondents and the range of 
incidents provided is sufficient to conclude that these findings are 
representative and generalisable.
The respondents who contributed to this study were, as stated earlier, the most 
senior managers in effective hotels. It can be concluded that these managers 
are also effective managers in that they were instrumental in contributing 
towards the success o f their organisations. It is not within the remit of this 
study to prove that hypothesis; however, it is accepted that organisations and 
outcomes are a critical determinant of managerial effectiveness in all sectors, 
not just tourism.
Overall the respondent as a senior hotel manager, suggesrts a job profile that is 
likely to be more focused on getting things right operationally than on growing 
the business. There are exceptions to this pattern as well as complexities 
within it. Individual managers selected incidents that are predominantly 
'managing the operation' rather than 'managing the business', but, in general, 
there seems to be a balance towards the profile of the business. What is clear is 
that the job of the manager in Irish hotels involves interacting with people. The 
range of incidents suggest that managers are dependent on standards.
Chapter 10 - Page 314
procedures and systems to enable them to be more effective in this area of 
activity.
These results are similar to the views held by Guerrier and Lockwood (1989) 
who stated that managers who take an operational perspective "are 
overwhelmed by dealing with short-term crises and are 'characterised by a 
concentration on the day-to-day problems of delivering the product" (p. 84). 
This view contrasts with the view of the manager who adopts a business 
perspective as being someone "concerned with thinking in strategic terms and 
with ways of developing and managing the business" (p. 84).
On average, the respondents have been in general management for over seven 
years and are more likely to be hotel graduates if they are working in a Grade 
A* or Grade A hotel rather than if they are working in a Grade B* or Grade B 
hotel. Twenty-nine of the respondents are not hotel graduates; those who are 
not may have other forms of qualifications. It appears to be the case that 
managers in grade B* and grade B hotels are less concerned with 
organisational matters than those in the top grade hotels, but they have a wider 
spread of concerns, partly because matters to do with product, customer 
services, sales and financial issues are more hands-on issues than they are for 
their colleagues in the higher grade hotels. It is likely that specialist support in 
the areas of accounting, finance, marketing, etc., is available to managers in the 
Grade A* and A hotels.
The influence of the industry or the organisation on the professional profile o f 
the respondents is not determined in this study. However, Gunz (1989) 
suggested that organisations have different career logics, depending on the 
firm's structure and growth patterns.
A service industry, like the hotel industry, would, according to Gung, have a 
"command-centred career logic in which managers develop through varied 
career experience in a number of different organisations. This is typical o f the
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traditional career path for hotel managers in Ireland. The type of management 
skills developed through this type of progression would be different from the 
skills and approach developed in a company with a 'constructionalist' career 
logic (Gunz, 1989), where managers make a series of complex movements 
across a firm aiming to get as broad a background as possible without getting 
'trapped' in any one function or product area.
Organisation o f Work
While the managers in this study are staying close to the business on a 
day-to-day level, the data suggests that they spend little time in forward 
planning. Venison (1983) stressed the importance of the manager's presence 
on the 'shop floor'. He contrasted the 'administrative manager', who spends 
much of the time on systems, planning, accounting and central-oriented work, 
who rarely leaves the office and who is uncomfortable in sales and public 
relations activities with the 'being there' manager who meets many people, is 
sociable and spends more time in public areas and less time on routine and 
administration. Venison admitted that the ideal hotel manager will be able to 
combine both aspects, but he makes it clear that his sympathies lie with the 
'being there' style. Ley (1978) concluded in his study that "highly effective 
managers spend more time on entrepreneurial activities than do managers with 
low effectiveness" (p. 18).
The findings o f this study contrast somewhat with the results of the Dann 
(1990) study; he found that managerial work was conducted in such a way that 
it allowed for flexibility and adaptability to a wide range of events and 
circumstances while retaining a basic pattern. He concluded that the work of 
the managers in his study could be viewed as occurring within a 'shielded' 
environment; the management team worked to protect the manager from most 
of the routine operational problems. This 'shield' meant that the number of 
direct operational demands or interruptions were restricted and left the 
managers with the opportunity to conduct their work having had many 
immediate pressures filtered out. The high percentage of crisis and short-term
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(34%) incidents in this study, further contrasts with the managers in the Dann 
study, who represent a unique profile of mangers in the hospitality industry.
The study found that the work of the managers "was neither frantic nor hectic 
and the managers have plenty of time to undertake their work in a calm and 
orderly fashion while the shielded nature of their immediate environment had 
the effect of limiting the number of interruptions " (p. 244).
Mintzberg (1973) described managerial work as being of 'unrelenting pace' 
and characterised by brevity, reactivity, variety, and fragmentation, thus 
suggesting that the work of managers was demand-driven. Ley (1978), and 
Ferguson and Berger (1984) writing about the work of hotel managers, 
suggested that the work was conducted at an unrelenting pace. The work 
profile o f the managers in the Dann (1990) study was one of even pace, and 
managers appeared uncomfortable in periods of very slack time. Dann 
concluded that the relatively low level of time taken up by direct work demands 
meant that managers in the study were free to control and pace and the degree 
of fragmentation of their work.
The time-frame results in this study seem to be one year at most, and fully one 
third of the critical incidents relate to crisis or short-term focus. Only one 
seventh of the incidents and situations cited had a longer time-frame, while one 
third of the critical incidents have time scales of hours, days or weeks. Much 
of the work takes the form of projects of one kind or another. It is reactive 
rather than proactive. Crises account for ten percent of the incidents. These 
concern threatened or actual loss of business, liquidity problems, and customer 
service problems. The latter reflects the hotel manager's role as final court of 
appeal for customers when things go wrong.
Inlernal Versus External Focus
Not surprisingly, given their concentration on the operational aspects of the 
business, the respondents seemed to pay little attention to the external
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environment apart from dealing with tour operators, banks or other investors. 
Few of the critical incidents indicated 'boundary scanning', and only a couple of 
managers talked about taking an overview of regional and economic factors or 
looking at trends in the tourism industry. It appears that most managers adjust 
to market changes on a year-to-year basis, and several talked with pride at the 
way in which they are able to respond quickly to the unpredictable.
While such resilience and fast reactions are no doubt admirable, there seems to 
be little attempt to map the business environment and anticipate fluctuations in 
tourism in a way that would facilitate forward planning and contribute to 
organisational effectiveness.
In recent years, the influence of the external environment and the recognition 
that change and its management is the focus for all managers has come to 
dominate the tourism and hospitality industry. It is argued that what 
distinguishes the successful manager and the successful organisation from their 
less successful colleagues is the ability to manage change. (Boyle and Joyce, 
1988, Eales-White, 1993, Doyle, 1994, Handy, 1994). There has been a move 
away from a focus on specific changes towards general changes in 
organisations which relate to many settings, types of work and models of 
organisation and management, particularly in tourism and the hospitality 
industry.
Shamir (1978) noted that "the high dependence of hotels on their customers, 
the relative heterogeneity, unpredictability, sensitivity and reactivity of these 
customers, plus the diversified personal and immediate nature o f the services 
that have to be provided by hotels, all present hotels with two major demands - 
the demand for flexibility on the one hand and a demand for a high degree of 
control and co-ordination on the other" (p. 291).
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This conflict between the need for flexibility and control has also been 
commented on by Worsfold (1989) who suggested that managers adopt ad hoc 
management styles to cope with the unpredictability of situations.
Strategic Planning
Mintzberg (1976) concluded that the notion of the manager as a strategist, 
planner and thinker is a myth. Only twenty of the one hundred and forty-four 
incidents are in any way linked to forward planning. A number of these relate 
to organisational planning and organisational culture developments; some 
involve marketing planning. Long-term planning is driven mostly by the need 
to satisfy banks or other investors. Almost one third of the incidents with 
long-term perspectives involve hotel extensions or other major investment. 
Much of this is driven by the banks and boards o f directors who require 
five-year plans in order to make investment decisions. As a result, what 
strategic planning there is relates to finance and marketing.
The data shows that nearly fifty percent of the critical incidents are associated 
with staff and management; however, none of the incidents relate to a 
long-term manpower strategy - only one of the respondents talked about 
setting a long-term staffing forecast, and this was at the request of his board of 
directors. One possible reason for this lack of human resource strategic 
thinking is that state agencies in Ireland such as Bord Failte Eireann and CERT 
have traditionally carried out these forecasts on behalf of the industry on a 
national basis. Even when a broad view of strategy is applied, which includes 
the category of'managing the strategic decisions', which includes developing 
standards, procedures, staffing structures (HCIMA, 1993), sixteen incidents 
can be identified as being concerned with strategic planning. The CERT study 
(1994) concluded that all general managers in hotels are involved in the 
development of business plans, and over 30% of the managers in the study 
valued it as critically important.
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Human Resources
A significant result of the narrowly focused strategic thinking of the 
respondents was that even though almost half the incidents cited concerned 
operational matters, human resource management is not considered a subject 
for long-term planning. There is a need to forge stronger links between 
strategic planning and human resource development if expenditure on 
development, including training is to be regarded as an investment, rather than 
a cost. Burgoyne (1989) suggested the creation of a virtuous learning cycle 
between strategy and human resource management is critical to organisational 
success. While there is much emphasis on organisational systems, performance 
appraisal, and considerable emphasis on cultural change, it is significant that 
only two incidents concern training. One of these refers to training heads of 
departments in crisis management and the other in training staff in customer 
relations. It seems contradictory that managers in such a people intensive 
business as tourism put such little emphasis on human resource development. 
Interestingly, this deficiency does not always apply to the respondents 
themselves, several of whom talked about reassessing their management styles 
or skills and seeking out development in professional and technical skills.
Systems and procedures were a strong focus of incidents in the categories of 
staff and management. Whilst, this may indicate a desire to manage people 
more professionally, it could equally indicate the desire to create better control 
systems. The introduction of Total Quality Programmes, particularly in the 
grade A* and grade A hotels may account for much of this emphasis on 
systematic procedures, but it cannot explain the fact that training does not seem 
to be an integral or accepted part of the process of implementing total quality.
Although 40% of all incidents have to do with people (both staff and 
management), 75% of these relate to procedural aspects, and only 25% relate 
to process. Respondents see their role in human resource management as 
getting their systems in place rather than concentrating on improving their 
interpersonal relationships.
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Hotel School Training
The majority of respondents in the study are not hotel school graduates which 
raises questions about the value of third level professional qualifications 
specifically for hotel managers. However, hotel school graduates are clustered 
in the grade A* and grade A hotels (Appendix 13) which suggests that the 
qualification is important in terms of career development. Also, the study found 
that being a graduate has a positive impact on the choice of competences and 
on the performance score of the organisation (Chapter 9). A more serious 
factor in regard to this issue is the pattern that emerges that being a graduate 
makes little or no difference to managerial perspective and performance. When 
it comes to the split between incidents that are concerned with 'managing the 
operations' and those that are concerned with 'managing the business', the 
graduates are more likely to fall into the former category. In other words, they 
are less likely to cite critical incidents, either long-term or business related.
This study concludes that the issue of formal hotel school training is not a 
significant influence on the nature of management in hotels as determined by 
the range of incidents provided by the respondents. Consequently, much of 
what a manager knows and does is organisation and industry specific and 
mainly learnt 'on the job' (Whitely, 1989).
Marketing and Sales
Apart from the small number of customer service incidents - most of which 
involved problems - only four o f these had a long-term focus. Nearly one-third 
of the incidents involved decisions regarding pricing the product, and a further 
one third involved negotiations for businesses under pressure. Change was 
dominant in this category, including: new markets, pricing strategies, and 
changes in products and services to match emerging market needs. This will 
influence the role and responsibilities of the modern hotel manager over the 
next five years in Ireland. Marketing is a key function for senior managers. In 
a market-led industry all of the management team have a role to play in 
marketing (CERT, 1994).
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Comparisons Between the Study Results Set out in this Section and the
The HCIMA / FORCE Project, managed by the University o f Surrey, included 
a critical incident survey as part of a major study to provide information on the 
functions that European hospitality managers perform at different levels and in 
different situations. The critical incident method in this instance was a postal 
questionnaire, and it generated over one thousand five hundred critical 
incidents from managers in six countries across nine sectors.
Table 10.2. Comparison Between European Countries 
By Reported Competence Area (HCIMA)
Country M anaging
Operations
M anaging
Business
M anaging
People
Resource
Skills
United
Kingdom 25.30 28.50 13.70 32.40
Germany 30.10 23.70 20.40 25.80
France 39.80 20.50 15.90 23.90
Spain 41.00 16.00 12.00 31.00
Holland 43.00 10.00 13.00 34.00
Ireland 25.00 21.90 10.90 42.20
The study provides a summary comparison between key management incidents 
and competences reported in each European country.
Table 10.2 illustrates some differences in relative workings by broad category 
o f management activity. The United Kingdom and Ireland most frequently 
identified incidents in the area of personal skills. However, France, Germany, 
Holland and Spain reported most incidents in the area of'managing operations'. 
Managing the business is less frequently reported in Spain and Holland. 
Managing people is also less frequently reported in Spain and Holland.
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Managing people is also less frequently reported in Ireland, France and the 
United Kingdom. Germany reports almost equal spread of incidents over the 
four areas of activity.
In terms of the number of incidents and the focus on senior managers in hotels, 
this study provides a strong compliment to the HCIMA study and provides 
another perspective on the data. The incidents in this study were categorised 
using the HCIMA (1994) framework, (Appendix 16), with double and triple 
counting to reflect the range of management activity in various incidents.
On the basis of this analysis, forty-seven percent of incidents were categorised 
under the management activity 'Managing the Business' as against twenty-eight 
and a half per cent in the HCIMA study. However, the sub-categories of 
'Managing the Business' involved; managing products, managing strategic 
decisions, and managing legal complexity, activities that this study classified 
under 'Managing the Operations'.
Further categorisation of the incidents in this study using the HCIMA 
framework show that operational management skills account for only seven 
percent of management activity. Table 10.3 provides a comparison of the key 
findings.
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Table 10.3 Comparison of Key Findings in the HCIMA (1994) Study 
and this Research Study
HCIM A (1994) This Research Study
Emphasis on managing (specialist 
/ technical areas) operations in 
Eire (p.46).
Managing projects and managing 
strategic decisions on key activity 
for managers in Eire (p. 51)
Interpersonal activity, making 
presentations and training score 
highly for Eire Managers (p. 47).
Managing the Operations is the 
principal activity of managers in 
Irish Hotels.
Only 29.2% of incidents reported 
were in the 'managing the 
business' classification.
Emphasis on 'Management 
Practices' followed by 'Staff Issues' 
and 'Marketing and Sales 
Activities'.
The HCIMA (1994) study and this research study both conclude that the 
nature of management activity in hotels is highly operationalised, with less 
emphasis on business matters. This view contrasts with that of Moss Kanter 
(1989) who wrote that "the job of the manager is moving away from operations 
and having more to do with people", (p.88).
In conclusion, the picture of the typical hotel manager that emerges from 
phase two of this study is one of a skilled communicator who spends much of 
the time interacting with people, a person focused on the here and now of 
day-to-day operations, who is not called upon to think in the abstract or to 
look forward in terms of strategic or operational planning .
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10.4. The Professional and Personal Competences of Senior 
Managers in Effective Hotels
10.4.1. Overview
This section interprets the data analysed in Chapter 9 Section 2. To reiterate, 
this data was provided by the respondents as descriptions of the range of skills, 
abilities, knowledge and personal strengths - defined as professional and 
personal competences that they utilised in the performance of selected 
management activities, as described through critical incidents in this research 
study.
Morgan (1988) wrote that "The organisations that lead us into the 21st century 
will be those that build a competence ... into everything they do". He went on 
to describe nine emerging managerial competences which he saw as required by 
successful organisations. In addition, he viewed the need for managers to 
"become competent at being competent" (p. 26).
The competence o f general managers manifests itself in the effectiveness of the 
manager's individual work. However, a primary reason for interest in the 
subject of managerial competence and effectiveness arises from its contribution 
to determining collective or organisational performance.
Munro and Andrews (1994) suggested that the determinants o f organisational 
effectiveness include a combination of organisational, individual and role 
elements and make the point that competences appear to have put their 
emphasis on their own individual equation, but lost sight of the need to 
emphasise the organisation context in which managers perform their role.
Their study provides a broader perspective on competences in terms of how 
factors such as strategy, management styles and values have a significant 
impact on competences and on organisational outcomes and performance.
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Chapter 4 provides a review of the literature and background to management 
competences. However, in attempting to define competences the researcher 
recognises that there are as many definitions as there are individuals prepared 
to make a contribution in this direction. To provide a background for the 
conclusions drawn in this section it is helpful to restate a definition of 
competence provided by the Training Agency in Great Britain in their guidance 
notes (Winter, 1992). It states: "Competence is a wide concept, which 
embodies the ability to transfer skills and knowledge to new situations within 
the occupational area. It encompasses organisation and planning work, 
innovation and coping with non-routine activities. It includes those qualities of 
personal effectiveness that are required in the workplace to deal with 
co-workers, managers and customers." (p.l).
The key point here is that competences are dimensions of behaviour which are 
related to levels or standards of performance and can be defined in outcome 
terms. In this section, a comparison will be made between the results of the 
HCIMA / FORCE Study (1994) and the findings of this research study with 
selected references to the literature review in Chapter Four.
This section also provides a synopsis of each cluster of competences to support 
the analysis and interpretation of the data. The synopsis is presented in tables 
10.4 to 10.9 and are structured as follows: 
the (dominant) competence, 
brief description and definition,
examples in action - extracts from the critical incident interviews, 
benefits to the respondents when they possess the competence, 
disadvantages and impact on the roles and effectiveness o f the 
respondents when they do not possess the competence.
Each synopsis is both a summary and a reference point for senior managers in 
hotels to assist them in carrying out a personal audit of their competences thus 
enabling them to compare their results with the competence profile of the
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respondents as senior managers in effective hotels in Ireland. Jacobs (1989) 
made the point, that while it is possible, by obtaining and analysing 
performance data to identify clusters of behaviour that can be reliably and 
logically classified as competences, what is obtained is only a partial and 
fragmented view of the complexity of managing. Burgoyne (1989) argued that 
"research and common-sense show that managing is not a sequential 
exercise of discrete competences ... it follows the using of divided up 
lists of competences to manage by, to select managers by, and to 
develop managers against, but it creates a problem of how the list is 
reintegrated again into a holistic management performance. Learning 
separate aspects o f managerial competence, one at a time, does not 
guarantee integral managerial performance, nor can a manager who has 
been identified as having managerial competences be guaranteed to be 
able to use them effectively." (p.80).
Reflections on the Contributions Provided by the Respondents 
The respondents in this study were similar because they were the most senior 
managers in their operation, either managing director, general manager or 
owner/ manager. Hales (1989) noted that "managerial division of labour in 
turn give rise to particular managerial jobs with a distinctive character in terms 
of both content and form" (p. 26).
Most of the respondents used their own skill language to express a mixture of 
key tasks, abilities and personal strengths which have been labelled and 
clustered as competences. A number of different skill languages were used to 
describe issues such as personality or attitude, communication or interpersonal 
skills.
It was important during the data analysis exercise to keep the active words as 
intact as possible. Clusters of similar expressions emerged in terms of the type 
of expressions used and their meanings. These were then categorised as
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dominant competences and subsequently formed into clusters and sub-clusters. 
It is realistic to conclude that a shell language for management competences 
existed at the level of expression but not at the level of meaning.
The nature of management in the hospitality and tourism industries appears to 
involve implicitly or explicitly dealing with people. Stated positively, the ability 
to manage people well may significantly improve the process of getting work 
done. Stated negatively, the absence of such ability may potentially nullify 
otherwise appropriate work efforts.
Definitions of management typically refer to the human resource, and most are 
represented in the version given by Hersey and Blanchard (1982); "We shall 
define management as working with and through individuals and groups to 
accomplish organisation goals" (p.3).
This is reflected in the fact that the second most frequent dominant competence 
utilised by the respondents was 'able to interact with people'. This highlights 
the significance of this competence to hotel managers in Ireland. The high level 
of occurrence indicates the extent to which it was applied across a wide variety 
of incidents. The emerging profile of the hotel manager reflected a strong 
operational competence with the ability to relate well to people, the ability to 
communicate, the ability to motivate staff and to apply leadership (Worsford,
1989).
Further, the work of Whitley (1989) and Dann (1990) suggested that 
managerial skills were highly dependent on the structure in which they 
occurred. Wilmot (1987) used Gibbons' theory of structuration to show that 
managerial work was a function of structure and that this structure was the 
cause of the self-perpetuating nature of managerial work and control; further 
studies have indicated that structure is both an enabling and a constraining 
process in managerial work.
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The results and interpretation of the data will be organised by cluster of 
dominant competences formulated as a result o f the process of data analysis. 
They are outlined in Sections, 10.4.2 through 10.4.6.
10.4.2 Personal Attributes
The personal attributes cluster reflected competences such as, being aware of 
personal strengths and personality, patience, personal confidence and the ability 
to handle pressure. There is much discussion at present of managers' needs to 
cope with change. This was not often found expressed in that way but does 
show up in other varied expressions. The ability to handle a crisis is included in 
the cluster. However, learning as a skill for dealing with change is rarely 
mentioned.
Personal attributes have the largest number of low frequency competences, 
indicating the varied approaches and understanding of the respondents. There 
was a drop in the application of these dominant competences when an incident 
becomes long-term, not surprisingly, most competences in this cluster were 
applied in crisis incidents.
Personal attributes are always of interest to hospitality managers, 89% of the 
managers expressed the use of a personal competence throughout the 
discussion of all three incidents.
In terms of frequency level, the third highest personal attribute was that of 
'being aware of personal strengths and weaknesses'. This highlights the need 
for managers to be aware of their personal strengths and weaknesses, not only 
in terms of their own development but also for decision-making and work on 
tasks that they feel comfortable with. Many writers (Cockerill, 1992; Kotter,
1990) considered that the pillar on which personal development rests is 
self-awareness.
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There were more than twice the number of references to competitive 
characteristics (i.e. assertiveness, competitiveness, aggressiveness, etc.) as 
compared with the tendency to support other people (i.e. sensitivity, caring, 
willingness to help others, etc.). Where more sensitive or supportive behaviour 
is expressed it is often couched in skill terms such as 'sense of integrity', 
'patience /listening' etc.
There was recognition for energy or drive which was consistent with seeing 
management as an occupation requiring considerable personal energy and 
commitment. It is apparent from this analysis that certain expressions have 
been widely adopted in skill languages. However, just because an expression is 
widely used, it should not be concluded that its meaning is understood 
consistently across organisations or throughout the managerial hierarchy.
The dominant competences within the cluster 'personal attributes' in this study 
related to what Jacobs (1989) described as personal strengths, Schroder 
(1989) and Cockerill (1989) as self-confidence, Greatrex (1989) as personal 
drive. Glaze (1989) as personal factors, Jones (1991) as self-awareness and 
personal development, Frank (1991) as managing oneself and HCIMA (1994) 
as personal management skills. (Appendix 4)
Table 10.4 presents a synopsis of the dominant competences in this cluster.
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10.4.3. Interpersonal Skills
Looking at the pattern of language used gives some insights into where 
consistency emerges and where confusion abounds. By far the highest level of 
confusion surrounds the expression 'leadership', yet it represents the third most 
frequently expressed term. Some managers view it as synonymous with the 
whole set of behaviours needed in managing people and therefore view it as a 
competence. Some see it as a skill with the implication that leaders are not 
born but can be taught. Many see leadership as more of a personal attribute. 
This may be in terms of personality type, intellectual approach or even as a 
motivational or attitudinal attribute.
According to Cockerill (1989) managers need to build fluid networks and 
teams which span organisational boundaries, and they need to develop staff to 
take on the greater responsibilities that flatter structures imply. They must 
initiate change which in itself needs to improve the performance of the 
organisation. He further highlighted the need for managers to build managerial 
teams with individuals who have complementary strengths so that the team as a 
whole possesses the full range of competences that are needed for high 
performance.
It is important for a senior manager to exhibit leadership in order to provide a 
collective vision and to mould the culture and values of the organisation in 
appropriate directions (Livingston, 1971; Peters and Waterman, 1982). 
Leadership and management should be viewed as complementary systems of 
action. The challenge is to combine strong leadership and strong management 
and use one to balance the other.
One can conclude from the extracts from the focus group interviews of the 
HCIMA / FORCE study (1994) that the influences of change in the modern 
hospitality industry mean that managers now have to take on the role of team 
facilitator rather than autocratic leader. This means that modern managers
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need to be more expert in dealing with interpersonal relationships so that they 
can get the best out of people. It is accepted that the study had a more defined 
view of interpersonal skills. The definition in this study probably encompasses 
managing people and personnel management skill as outlined in the HCIMA 
/FORCE study (1994).
The pan-European study also found that making presentations, both written 
and verbal were common in the UK, Spain and Eire. A comparative analysis 
with this study would reflect dominant competences such as, competent in oral 
communication - rated number one; and group presentation skills - rated sixty 
four.
The 'Interpersonal Skills' competence cluster in this study has relevant 
comparisons to what Mintzberg (1973), Boyatzis (1982), Jacobs (1989), Glaze 
(1989), described as leadership, and what Frank (1991) and Jones (1991) 
described as managing others and dealing with people, respectively. The 
HCIMA (1994) study included interpersonal competences in their clusters of 
managing people and personal management skills (Appendices 3 and 4).
Table 10.5 presents a synopsis of the dominant competences in this cluster.
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10.4.4. Commercial and Business Skills
The dominant competences within this cluster were fifth, sixth and seventh in 
the top ten most frequent competences. The most frequent competence was 
that of'knowledge of the business and the industry'. That hospitality industry is 
a specialised type of industry suggests that the effective manager must possess 
the competence of knowing the business and understanding the intricacies of 
the industry. The lowest frequency was for the dominant competence 
'language skills'.
The second highest in this cluster, in order of frequency, was the 'ability to plan 
strategically'. Many of the respondents in the study cited the importance of this 
competence in dealing with the business and operational issues associated with 
the running of the modern hotel. The successful company depends on the 
extent to which managers are allowed to use their ability to act freely in the 
company's interest. The role of the effective hotel manager is in creating such 
an environment. The ability to strategise is linked with the personality of 
successful managers. Hinterhuber and Popp (1992) suggested that senior 
managers as strategists need to have the ability to understand the significance 
of events without being influenced by current opinion, the ability to make 
decisions quickly and the ability to take indicated action without being deterred 
by perceived danger.
As a result o f their investigatory study into senior management standards, Reay 
and Crawley (1992) identified a correlation between senior management and 
strategic management. The research has shown that the long-term 
effectiveness of the organisation varies according to the characteristics of the 
general manager's development process. The biographical interview on the 
respondents in this study indicated that the previous experiences of individuals 
may influence their competence. The dominant competence 'financial planning 
and management' has a frequency rating of only twenty eight. This may appear 
unusual considering the range of incidents put forward by the respondents. It
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must also be noted that the respondents were senior managers in effective 
organisations and that financial management was dominant in the performance 
indicators. It should therefore follow that the senior managers of these 
operations / organisations were competent in financial management techniques. 
However, it did not emerge in this study.
A comparative analysis with the list o f competences set out in Appendices 3 
and 4 would indicate that none of them have 'understanding finance' as a 
competence. Boyatzis (1982) may include it in 'specialised knowledge', but, in 
general, the lists are at a level of abstraction away from a term like 'managing 
finance'. The exceptions, however, are the UK Manpower Services 
Commission and the UK Management Charter Initiative lists.
Hotels manage complexity by planning and budgeting, setting goals and targets 
for the future. In contrast, leading an organisation to constructive change 
begins by setting a direction and developing a vision for the future along with 
strategies for achieving the change needed to achieve that vision. Moss Kanter 
(1983) showed that the role of a manager changes considerably as 
organisations become more organic and less mechanistic.
The next competence in the hierarchical order of frequency was 'information 
gathering and analysis'. This competence was frequently cited by the 
respondents and is linked to the influence of technology and MIS in the Irish 
hotel industry. The high percentage of managers not formally trained would 
find that they have had no grounding in this competence and would look to the 
management education and training system to meet this need.
Table 10.6 presents a synopsis of the dominant competences in this cluster.
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10.4.5. Intellectual and Cognitive Abilities
This cluster represented only 5% of total competences by frequency and 12% 
of all dominant competences. The highest frequency level for this cluster was 
'analytical reasoning skills' and the lowest was 'structured and logical thinker'. 
The highly operational role of the respondents in this study highlights the 
non-administrative role of the respondents. However, these competences are 
important attributes of the modern hotel manager, particularly in support of the 
'Business and Commercial' Competences. Cockerill (1992) concluded from his 
own research that the adaptive, innovative and cognitive style dimensions are 
important influences on senior executive behaviour.
Some writers such as Boyatzis (1982) used abstract and non-skill identifiable 
terms such as 'conceptualisation', 'pattern identification' and thematic or pattern 
analysis'. This contrasts with the more successful Management Charter 
Initiative Listing (1993) where the terms 'using intellect' is used and is linked 
with collecting and analysing information and identifying and applying 
concepts. Spencer and Spencer (1993) offered a generic analysis of 
competences in the workplace as a whole; they include 'analytical thinking' and 
'conceptual thinking' in their list. Hay (1990) proposed the factor of 
'conceptualising' as a core characteristic of effective managers. Berman-Brown 
(1994) categorised what this study has identified as cognitive and intellectual 
skills into meta-competences. She wrote "managerial capacities such as 
judgement, intuition and acumen are a prerequisite if managers are to 
undertake their managerial tasks competently" (p.292).
This is similar to what Bethell-Fox (1992) referred to as cognitive competence 
which includes 'analytical thinking', 'pattern recognition' and the ability to 
understand abstract concepts. If  competences are to be viewed as skill based 
and task specific, and meta-competences as knowledge based, it follows that 
knowledge is a prerequisite for the development o f managerial capacity such as 
judgement, intuition acumen, pattern recognition and the competence of being 
a 'structured and logical thinker'.
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Knowledge and understanding is a vital aspect of management competence.
At the expert panel meetings much discussion took place on the underlying 
knowledge and understanding applied by general managers as they undertake 
the various activities and the extent to which that knowledge and understanding 
is an integrated part of the personal competence. Knowledge can be said to 
underpin competence; in practical terms its definition contributes to the 
formation of learning programmes and the assessment of someone's 
competence. It also contributes to the development o f standards in that it 
offers an alternative perspective on competence to which the standards model 
has to respond.
If certain aspects of knowledge are agreed to be important, the standards 
should identify the management function to which such knowledge is applied. 
The critical requirement, however, is that knowledge is defined in relation to 
decisions and actions - through its contribution to competent performance.
Not all knowledge is o f the same type or order; from data obtained in this study 
it was possible to identify knowledge of various orders. Knowledge is also 
referred to as tacit knowledge, that is knowing how to deal with people and 
events in an informal inarticulated way. General managers in the hotel industry, 
if they are to be effective, should bring to their jobs the knowledge which 
enables them to make the right choices in the way in which they plan and 
implement the operational performance of their hotel. Possession of this 
knowledge is not in itself a demonstration of competence but without it, it 
seems most unlikely that a senior manager could sustain competence 
performance over time or in a variety of situations.
Table 10.7 presents a synopsis of the dominant competences in this cluster.
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The dominant competences in this cluster can be compared to other research 
findings to highlight both the similarities and the differences in outcomes. This 
is outlined in Table 10.8.
Table 10.8. Comparative Analysis of the Findings from other 
Research Studies
THIS STUDY FINDINGS FROM  O TH ER RESEARCH STUDIES
Intellectual and 
Cognitive 
Abilities
Jac o b s(1989)
• Analytical Reasoning 
Skills
M intzberg (1973)
* Information Processing 
Skills
• Analytical 
Reasoning
• Creative and 
Imaginative
• Intuition
Schroder (1989) &
Cockerill
(1989)
• Information Search 
Concept Formation
Jones (1991) 
» Numeracy
• Memory
• Ability to use 
concepts
Dulewicz (1989) 
• Intellectual
F rank  (1991)
• Using Intellect
• Pattern 
Recognition
Greatrex & Philips 
(1989)
• Analytical Power
HCIM A (1994)
• Information Processing
• Systems Analysis and 
Design.
• Structured and 
Logical Thinker
Glaze (1989) 
• Analysis
Boyatzis (1982)
• Diagnostic use of 
Concepts
• Logical Thought
• Conceptualisation
Spencer & Spencer 
(1993)
• Analytical Thinking 
‘ Conceptual Thinking
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10.4.6. Professional and Technical Abilities
The highest dominant competence in this cluster was 'operational management 
skills' ranked nine in the frequency order. This cluster of competences 
represented 23% of the total competences proffered by the respondents. This 
is significant though not surprising when one considers the high number of 
respondents who were trained 'through the industry'. Their initial training up to 
middle management level would have a strong influence from technical and 
operational systems. This concurs with the findings of the HCIMA/FORCE 
study (1994) where incidents under 'managing operations' were greater from 
the hospitality managers in Eire compared with Germany, France and Spain.
The competences profile of the respondents in this cluster supports the 
traditional 'hands-on' approach to hotel management, with some notable 
exceptions;
A high number of competences in the area of Quality Control and 
systems.
Operational management competences were cited rather than 
'operational skills'.
Responsibility for the performance of others in achieving operational 
targets.
A more professional understanding of customer relations and complaint 
handling.
The high number of competences (thirty-four) in food and beverage service 
reflects the nature of the business in hotels in Ireland. This activity should 
continue to dominate the competence profile of the senior manager in hotels in 
Ireland.
The lowest dominant competences in frequency order were; 'reception and 
accommodation skills', 'ability to use hotel computer technology' and 
knowledge of decor and design'. It is interesting to note that the lowest of all 
competences in frequency order was 'knowledge of decor and design'.
However, it is accepted that this is a highly specialised competence.
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The 'Professional and Technical Skills' cluster in this study is expected to 
compare better with industry studies such as the HCIMA (1994) functional 
specialism and, the Management Charter Initiative (1991) managing operations. 
The cluster may be linked to what Jones (1991) described as industry related 
skills and to what Glaze (1989) described as implementation competences and, 
to what Boyatzis (1982) described as specialised knowledge. (Appendices 3 
and 4)
Table 10.9 presents a synopsis of the dominant competences in this cluster.
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10.5. Conclusion
This chapter outlined the key interpretations and results from each of the three 
phases of this study. The determinants of effective hotels were discussed. The 
management activity and practices of the senior managers of these hotels were 
outlined. The managers in the study are concerned with operational issues, 
mostly in a short-term and crisis time-frame, and half of all incidents were 
concerned with people.
The practices of management and the associated competences occurred within 
the context of a particular organisation, i.e., an effective organisation, within a 
particular industry, the hotel industry, in a particular country, Ireland. The 
respondents worked in different grades of organisations; however, the study 
highlighted the extent to which, even in different grades o f organisations, the 
managers displayed a very strong degree of similarity, particularly, in terms of 
personal and professional competences.
The competences of the respondents were summarised; competence in oral 
communication was the most frequent dominant competence used in the 
performance and execution of the critical incidents.
In terms of the practices and activities of respondents in effective hotels, the 
study was concerned to capture the total process of the nature of management 
in their organisations.
At this stage o f the research study the views o f the researcher were reflected by 
Miles and Huberman (1984) when they wrote: "Empirical research is often a 
matter of progressively lowering your aspirations. You begin by wanting to 
study all the facts of an important problem ...but soon it becomes clear that 
choices must be made unless you are willing to devote most of your 
professional life to a single study, you have to settle for less" (p.36).
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11.1. Introduction
This chapter outlines the conclusions, implications and recommendations of the 
research study which are derived from the summary and discussion of the 
results in Chapter 10. It sets out some of the implications that the research has 
for the development of management theory, the study of general management 
and in particular the study of management in the hospitality industry. At the 
outset it is useful to reflect on the three principle aims and objectives of this 
research study.
Firstly, phase one of the study sought to develop a model for organisational 
effectiveness and then to apply that model to identify the 'top performers' in the 
Irish hospitality industry. For the purpose of this study 'top performers' were 
deemed to be effective hotels. It was necessary to identify effective 
organisations to provide for managers of these organisations to participate in 
phases two and three of the study.
Secondly, the study sought to determine the nature of management activities 
and practices of senior managers in effective hotels. In terms of the practices 
of managers in effective hotels the study sought to capture the process of the 
nature of management in these organisations. The range, scope and nature of 
activities were identified through the collection and analysis o f incidents which 
the respondents identified as critical to the effectiveness of their organisation 
and to their own effectiveness. The advice of Stewart (1989) influenced the 
choice of research instruments and approach: "try and understand the 
constructs that particular individuals use to think about their jobs" (p. 21).
Thirdly, the study sought to identify the competences that the respondents used 
in the execution of these incidents, thus providing a competence profile of the 
most senior managers in effective hotels in Ireland.
Chapter 11 -  Page 366
This chapter is structured in four parts; the methodology 11.2, the empirical 
findings 11.3, the contribution to knowledge 11.4 and future research 
directions 11.5.
Section 11.2. the methodology focuses on conclusive issues concerning the 
research population and sample used in the study. Specifically it examines the 
extent to which the final sample of managers selected for phases two and three 
of the study could be deemed to be a control sample of effective hotel 
managers in Ireland. It discusses the importance of the industry benchmarks 
developed in phase one of the research study. It also highlights the extent to 
which the study achieved one of its key aims and objectives; namely, to 
enhance the knowledge and understanding of the nature o f management in 
general, through a unique approach to determining the practices and 
competences of managers in effective organisations
Section 11.2.1. discusses issues of data collection and the appropriateness of 
the critical incident technique for phases two and three of the study.
Specifically, it discusses the extent to which the critical incident technique may 
have influenced or biased the data in terms o f recall, accuracy and time-scale.
Section 11.2.3. is an examination of the data analysis. Because the study draws 
on both quantitative and qualitative approaches to data collection and analysis, 
conclusions are made as to where the research is positioned on the 
positivist/naturalist continuum.
Section 11.3. the empirical findings, draws together the issues in this research 
study through an integrated model which explains the influences on effective 
management in the hospitality industry in Ireland. This model shows how no 
one contingency alone can account for effective management. One assumption 
in this study is the notion that managerial actions affect organisational 
performance. In essence, managers are responsible for the success of their 
enterprises. The model shows that the practices and competences of managers
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in effective organisation are influenced by the profile of their manager, the 
grade and level of the organisation, the type of incident and the time-frame of 
that incident.
Section 11.4. the theoretical and conceptual contribution to the knowledge and 
understanding of the nature of management in the hospitality industry, suggests 
that the study has identified a new approach to examining the nature of 
management. It shows how the study confirms previous findings that 
management in the hospitality industry has a strong operational focus and a 
leadership style characterised by 'initiating structure' rather than by 'a 
supportive style'. Section 11.4.2. includes a discussion on the contribution of 
the integrated model outlined in section 11.3.
Section 11.5. future research directions, suggests possibilities for future 
research. These include replicating the study to determine if the findings are 
consistent over time or if managerial competences in the hotel industry have a 
life cycle. Replication might provide a basis for comparative analysis of 
effective hotels and their managers in Europe. Future research might examine 
'poor performing' hotels to identify which of the competences are not present, 
and to determine which management competences are essential to success 
within the hospitality industry.
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11.2. The Methodology
This section is concerned with drawing conclusions about the research methods 
used and applied. The methodological approach to this study is outlined in 
Chapter 5: that section highlights the issues involved in combining qualitative 
and quantitative research methods for data collection as well as the practical 
implications of collecting data on organisations and their managers. The 
methodology in this study integrated the quantitative approach used to 
determine organisational effectiveness with the qualitative approach inherent in 
the critical incident technique.
The overall approach taken follows the fundamental initiatives of the 
ethnomethodological studies of work developed by Garfmkel (1986). 
Ethnomethodology seeks to confront the work in its natural setting, exploring 
the scenes of the work from the actor's perspective. Ethnomethodology's 
notion of research is therefore different; its interest is in the particular not the 
general, and it seeks to make public its materials and to 'ground' its particular 
claim and findings as to what the materials themselves reveal.
11.2.1. Determining Effective Hotels
In this section the debate focuses on the way in which effective organisations 
are identified. Failure to identify effective organisations would have meant that 
the sample of managers used for parts two and three o f the research could not 
be relied upon to be a sample of effective hotel managers in Ireland. This is 
important because an assumption in this study is that effective organisations are 
managed by effective managers; an assumption that is further explored in 
section 11.4.
Chapter 2 indicates that there is little agreement in the literature as to what 
constitutes an effective organisation and on how such an organisation can be 
identified, even where criteria of effectiveness have been developed (Peters and
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Waterman, 1980). The failure of top performing organisations to consistently 
meet these criteria raises questions about the usefulness of such research and 
about the reliability of the conclusions about management practice. (Westley 
and Jaeger, 1985).
It is easy to understand why Goodman, Atkin and Schoorman (1983) 
suggested that there should be a moratorium on traditional empirical studies of 
effectiveness. They suggested that research into organisational effectiveness 
should be sensitive to the following issues;
Attention should be given to identifying indicators of effectiveness. 
Single indicators of effectiveness should not be over-relied on. 
Over-generalisation to dissimilar organisations should be avoided.
The time-frame of variables should be addressed.
The research approach was sensitive to the issues identified by Goodman et al 
(1983). Firstly, attention was given to selecting indicators of effectiveness 
appropriate to the industry under study, and an appropriate scoring matrix to 
operationalise the performance standards as a benchmark for individual 
organisations was developed.
Secondly, by adopting the Simpson Xavier Horwath (1993) performance 
criteria an over-reliance on a single indicator o f effectiveness has been avoided.
Thirdly, the indicators developed are specific to the industry and are not 
intended to be a performance indicator for unrelated organisations.
Finally, there is a recognition that the indicators are in linked to the long-term 
growth and development of hotels within the hospitality industry in Ireland.
These concerns provide a checklist against which to assess the validity of this 
research study. In addressing these challenges Cameron's (1980) checklist of
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six critical questions on problems of research into organisational effectiveness 
is a useful starting point. Cameron's six questions are:
1. What domain of activity should be the focus of the evaluation?
2. Whose perspective, or which constituency's point of view should be 
considered?
3. What level of analysis should be used?
4. What time-frame should be employed?
5. What type of data should be used?
6. What referent should be employed?
Given that the domain of activity studied is the Irish hotel industry and that the 
study needed to have a high level of internal and external validity then the most 
appropriate reference points to use were the performance indicators used by 
the Simpson Xavier Horwath (1993) Hotel Industry Review (Appendix 7).
As stated earlier, these performance criteria were accepted by the industry 
associations and organisations and had a high degree o f reliability and validity 
in the context of this study. The approach used in the application of these 
criteria was influenced by the methodology used by Reiman (1982). In his 
study of twenty years of manufacturing plants he set three research parameters:
1. Confine the analysis to a set of comparable organisations with similar 
purposes and constituencies.
2. Develop organisational competence criteria that have theoretical 
meaning as well being measurable for the focal organisation.
3. Test and predict the validity of the organisational competence criteria 
against some long-term generally accepted criteria.
These research parameters have been followed in this study. Individual 
organisations were asked to rank their performance against industry 
performance criteria (Chapter 6). The scoring matrix (Table 6.1.) was applied
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to the data received from individual hotels. Hotels were then ranked 
according to the degree of variance of their organisation's performance against 
the industry standard and norm.
Subsequently, the two hundred and nine hotels which responded to the 
questionnaire were ranked in quartiles according to the overall score. Those 
found to be in the fourth quartile - the hotels that performed well above 
industry standard - were deemed to be the 'top performers' in their category 
and categorised as effective organisations. The managers of these hotels were 
then selected to participate in phases two and three of this study.
The research also identified a number of weaknesses in the methodology.
These emerge when the current study is compared with Reiman's (1982) 
methodology.
While Reiman conducted a longitudinal study, this study examined 
performance data for one year. Therefore, the hotels identified as effective 
hotels may only have been effective in the year of study. Reiman (1982) 
included both qualitative as well as quantitative factors in his performance 
criteria. The Simpson Xavier Horwath (1993) criteria relied exclusively on 
quantitative data. It may be that the inclusion of some of Reiman's dimensions 
such as sales growth, quality, customer service, and competitive strengths to 
the nine dimensions of the Simpson Xavier Horwath report may improve the 
explanatory power of the integrated model set out in 11.3.
This approach may provide a new way of assessing hotels and performance 
criteria which are both qualitative and quantitative. Future analysis of the 
regression results for each of the new variables might determine if they improve 
the ability of the model to explain organisational effectiveness. However, this 
study contributes by providing a framework for hotels in the industry to 
benchmark their performance against top performers in their specific category / 
grade, or within the industry in general.
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It is possible to conclude then that Phase One the study - to develop and apply 
a framework of performance indicators to the hotel industry in Ireland has been 
successfully executed.
Is Organisational Performance a Product o f  Effective Management ?
The development of the effectiveness framework, while it is a significant 
contribution is not the primary focus of this research study. As has been stated 
in Chapter 1, an assumption underlying this study is that managers o f effective 
organisations are regarded as effective managers. This assumption, however, 
needs further debate. The critical issue is how does one account for successful 
organisations.
A debate continues between those theorists who regard organisational 
performance as a consequence of environmental determinism and those who 
maintain that performance is the product of strategic choice. The 
environmental determinists argue that strategic decisions are constrained by the 
external environment and that managers have little impact on organisational 
performance (Bain, 1956; Chandler, 1962; and Andrews, 1971). In contrast, 
supporters of the strategic choice perspective argue that managers have a 
significant effect on the strategic decision-making process and on 
organisational outcomes. (Child 1972, Pfeffer and Salanick 1978, and 
Hambrick and Mason 1984).
The successful performance of the hotel industry in Ireland can be attributed to 
the growth of tourism in the country. Thus, lending credence to the 
environmental determinists' position.. However, this determinism cannot 
explain why some hotels perform well against industry standards and others do 
not. Moreover, while all of the hotels are not involved in corporate, 
commercial or conference markets, they are all dependent upon tourism (Graph
7.2.). Differences in performance cannot be attributed to the differences in the 
business market, in which the hotel is involved.
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A significant variable in determining organisational performance is the way in 
which the hotels are managed. The literature tends to support this assumption, 
both Boyatzis (1982) and Campbell et al (1970) linked corporate effectiveness 
to managerial performance. Similarly, Reiman (1982) suggested that the role 
played by top level decision-makers in an organisation is critical to its 
relationship to the environment and to its long-term performance.
Apart from the contribution of the managers to the success of their 
organisations, other factors may also be key determinants, these may include:
Professionalism o f the Employees
The professional and technical competence of the employees may be 
greater in effective organisations than in non-effective organisations.
Location
The geographical spread of hotels throughout Ireland means that 
location is a significant factor in determining organisational 
effectiveness. The highest proportion o f hotels in the sample were 
located in the south-west of the country, which is in a prime tourist 
location. Location provides ease of access for a wide range of markets 
coupled with a higher level of occupancy and turnover.
Facilities
There has been a significant change in the core product base of the 
hotel industry in Ireland over the past five years. The product / market 
fit is enhanced by the development of leisure facilities, activity-based 
facilities and a wide range of conference and banqueting products and 
services. Therefore, a facilities/ business profile of the effective hotels 
compared with the non-effective hotels may indicate a significant 
contributor to performance.
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The Management Team
The respondents in this study were all senior managers in their 
respective organisations. Consequently, they are likely to operate 
within a management structure that includes a small but specialised 
management team. This management team are expected to make a 
major contribution to the success of the organisation, particularly at the 
operational level in terms of sales, product quality, cost control and 
profitability. Senior managers direct and delegate work to the 
management team.
While the debate raises many interesting issues concerning organisational 
performance, it is in many respects irrelevant to the present study. Had the 
study sought to identify effective managers across a number of industries, then 
the environmental determinants/ strategic choice debate would need to be 
carefully considered. However, this study is only concerned with the hotel 
industry in Ireland; therefore, the industry is a 'constant' in the study. This is 
based on the notion that there is a connection between effective organisations 
and effective managers. This is plausible in the context that this study was 
concerned with one industry, comparable organisations, small to medium sized 
enterprises and managers who had attained a level of seniority where they have 
a high degree of discretion in terms of the nature of their work. The 
demographic profile of the respondents showed that they were experienced 
professionals employed in effective organisations. However, there may be 
other explanations or inferences drawn in terms of the contribution of the 
manager to the effectiveness of their organisation. Apart from the factors and 
the issues discussed in Chapter 3, there is also the 'halo' effect. Because an 
organisation may have a reputation for being a 'top performer', the manager of 
that organisation may also be deemed to be successful. In addition, a manager's 
level of confidence and personal esteem may be enhanced by the fact that 
he/she is responsible for the management of an effective organisation.
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This study determines the competences of managers employed only in effective 
organisations. It is possible that managers in non-effective organisations have a 
similar competence profile. A respondent in the study who was the general 
manager of a 'top performing' organisation subsequently accepted a position in 
an establishment that was deemed to be a low performer, scoring only 
twenty-six in the study. This manager was employed to make that organisation 
a success. Time is the critical factor here. However, that manager with an 
extensive competence profile is now manager of a low performing and 
ineffective organisation and would not be eligible to participate in this research.
The study did not seek to determine the competence profiles of managers 
employed in low performing organisations. It sought to identify effective 
managers through the identification of effective organisations. This does not 
necessarily mean that these managers are a valid sample of effective managers. 
However, it is necessary to know the competence profile o f the managers 
themselves to determine to what extent those managers are responsible for the 
high performance of their organisations. Therefore, given the fact that 
managerial research by its very nature cannot be conducted in a laboratory 
condition, the sample used for phases two and three of this study can be 
regarded as a sample of effective managers. Moreover, it is worth noting that 
this sample of forty-eight managers was statistically representative and 
significant to draw reliable and valid conclusions from the data.
11.2.2. Data Collection
Phases Two and Three of this studv were concerned with determining the 
nature of management practices and activities within effective hotels in Ireland 
and formulating a profile of competences utilised by the respondents in the 
execution of critical tasks and activities. Consequently, a research method was 
needed that would elicit information rich enough and specific enough for 
linkages between managerial intentions > actions > outcomes to be inferred.
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McGrath (1982) used the term 'dilemmatics' to describe the study of research 
choices in which it is clear there are no ideal solutions only a series of 
compromises. Dilemmas are to be found at all levels of the research process; 
strategic, design and methodological.
The Critical Incident Technique was chosen as the most appropriate technique; 
the strengths and weaknesses of this research method will be explored. First, it 
is important to point out why a number of other research methods were 
deemed to be inappropriate given the aims and objectives of the research. This 
section will also outline the approach to the application of the critical incident 
technique in phases two and three of the study.
Other Research Methods
Observational Methods
If the aim of the research had been solely focused on managerial 
practices then the use of structured observational methods similar to 
those employed by Mintzberg (1973) would have needed to be 
considered. However, the limitations of observational methods are that 
they cannot penetrate the relationship between intentions, actions and 
outcomes. This relationship was crucial in this study in an effort to 
understand the competences necessary for effective management 
practice. Observational studies, as Jacobs (1989) has rightly identified, 
also suffer from the problem that if you cannot observe it then the 
assumption is that it is probably not worth considering, (p.33).
Moreover, as Mintzberg (1973) identified the exclusion o f the 
researcher from key meetings and the inability to hear both sides of 
telephone conversations make it impossible to observe behaviour that 
may be a key to understanding effective management practices. Even if 
it were possible to observe all behaviour without considerable prophetic
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insight it would be impossible to determine which aspects of behaviour 
would be significantly related to organisational performance.
The competences in this study, such as 'intuition', 'pattern recognition', 
'sense o f integrity', and 'creativity and imagination' are not identified 
through direct observation and measurement. Therefore, observational 
studies tend to filter them out.
Structured observational research tends to be more appropriate for 
small sample of managers. For example, Mintzberg (1973) observed 
the work of five chief executive officers over a period of five days. 
Kotter (1982) observed the behaviour of fifteen general managers for a 
two-day period. Noel (1989) observed the work of three chief 
executive officers in small Canadian companies, each for one month. 
Choran (1969) observed the work of three chief executive officers o f 
small United States, companies for two days. In the hospitality industry 
Dann (1990) observed six hotel general managers for a period of one 
week each in similar hotels in the United Kingdom.
The structural observational technique for the sample of forty-eight 
managers in this study would not be practical, primarily from a time 
consumption point o f view.
Diary Method
Another common research technique in managerial research is the diary 
method, in which managers are asked to record their daily activities for 
a period of time. This approach has a number of problems. (Mintzberg, 
1973 and Stewart, 1967). The most relevant one for this study is that 
managers have to record their behaviour on pre-coded pads - thus the 
diary method cannot be used to categorise behaviour, only to allocate 
time to known categories. Where the categories are well known the 
diary method can be useful in providing some information of frequency
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(CERT, 1987). In this study where the categories are less clear, the 
diary method would not be appropriate.
Survey Method
The survey method using a postal questionnaire which was utilised for 
phase one of this study was inappropriate for phases two and three. 
Survey methods can be effective in gathering quantitative data. 
However, qualitative responses lack clarity and without some 
mechanism such as the personal interview, the data may be meaningless. 
Furthermore, while the survey may provide the information on the 
competences that managers possess the survey method is unable to 
reveal which competences are used in which situations, and in what 
frequency.
Repertory Grid Technique
Repertory grid techniques could be used to focus on competences 
(Easterby-Smith, 1991). However, like the survey method the 
repertory grid technique lends itself more to what competences the 
manager may possess rather than those which are critical for success in 
a given industry.
Ethnography
In terms of other research options, one method which could help 
establish linkages between the intent > actions > outcomes is 
ethnography. The central concern of ethnographic work is to 
understand how actors construct their organisational worlds. This 
research study could have included an investigation of the competences 
that actors believe are necessary in order to become effective managers. 
Indeed, it would be possible to infer from publicised ethnographic 
studies some of the competences needed to 'make-ouf in a machine 
shop (Buraoy, 1979), or to be an effective public relations manager in a 
state bureaucracy (Filby and Wilmott, 1989; and Filby, 1989).
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However, whilst ethnography could provide rich data from which 
inferences about intentions > actions > outcomes could be drawn, it 
could only do so for a very small sample; and like a structured 
observation approach, ethnographic research would be incapable of 
handling a research sample of forty-eight managers.
The Research Method o f  this Study: The Critical Incident Technique 
The debate so far highlights the extent to which there was a need for a research 
method which can handle two particular research issues. Firstly, it needed to 
provide inferences from which linkages between a manger's intentions > actions 
> outcomes could be drawn, and secondly it needed to be able to handle large 
sample sizes. The critical incident technique met these criteria. It is also an 
appropriate technique for management research in the hospitality industry, as 
seen in the application of the technique in the HCIMA / University of Surrey 
(1994) research into the hospitality industry in Europe. The application of the 
techniques in the HCIMA study and in this research study differ. The HCIMA 
research asked respondents to fill out a mailed questionnaire. The use of a mail 
questionnaire in the HCIMA study did not afford any opportunities to 
substantiate claims made by the respondents.
As Easterby-Smith et al (1991) noted that "it is important to use material that 
can be substantiated since there are criticisms of the technique relating to recall 
and the natural tendency of individuals to use hindsight in rationalising the 
past" (p. 83).
In contrast, in this study it was much easier to substantiate information 
provided by the respondent through the use of a questionnaire and an 
unstructured interview. The response rate and the richness of the data from 
this approach is higher than that of a postal questionnaire. In addition, given 
the tradition of the hospitality industry in Ireland, it seems to be appropriate to 
provide a context in which the hotel managers could talk about their experience
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rather than write about them. It is interesting to note that the most frequently 
cited competences used by the respondents are competence in 'oral 
communication' and 'ability to interact with people' and an 'awareness of 
personal strengths and weaknesses'. These particular competences are ideal for 
the effective application of the critical incident technique. The first two 
competences enable a respondent to communicate effectively in an interview 
situation while an awareness of personal strengths or weaknesses enable 
respondents to provide solid information to question two - 'Describe the skills/ 
ability / knowledge / competences that you utilised in the execution of the 
critical incidents'.
It could be argued that both the interview process and the specific questions 
were partly responsible for causing managers to focus on communication and 
on their personal strengths or weaknesses. It is interesting to note that the 
findings of this study and the HCIMA (1994) research are consistent. Personal 
attributes and interpersonal skills were by far the dominant competences. The 
HCIMA study, unlike this one, places personal and interpersonal skills in the 
same cluster. That study found that there was a heavy emphasis on these type 
of skills in 42% of the critical incidents cited by managers in Ireland. Since the 
HCIMA did not use interviews to collect their critical incidents it would seem 
unlikely that the findings of this research was influenced by face-to-face 
interviews or by the design o f the questionnaire.
Implications o f  the Critical Incident Technique on the Findings 
The use of the critical incident technique provided a reflective view of the 
significant practices and competences as perceived by the respondents. The 
use of hindsight in rationalising their perceptions may have biased the data 
through a self-serving selection process which is often influenced by attitudes, 
disposition and the desire to leave the researcher with an impression of the 
manager's professionalism and competence.
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Because the product base of the hospitality industry is relatively narrow, the 
range of managerial practices would not have changed if additional critical 
incidents had been sought. Perhaps in studies of managers in manufacturing 
industries, more incidents may change results, but not in the hospitality sector. 
The application of the critical incident method presents a view of the nature of 
management and associated competences which is based on actions, events and 
outcomes. It does not reflect the day to day reactive and routine tasks of the 
respondent. It represents a sampling of the person's behaviour but also allows 
for the development of a pattern of activity. It was not possible to observe 
managerial relationships surrounding the incidents, such as teamwork, 
communications, and other cognitive processes. The interview encouraged the 
respondents to think analytically about their job, while probing helped to verify 
the data and develop linkages between incidents and competences. The range 
and categories of incidents may have been different, if other research methods 
had been applied. In this study the respondents were asked to select incidents 
that contributed to effective performance. This provided for a degree of 
selectivity and resulted in incidents which were non-routine, challenging, 
eventful and representative of the managerial work of the respondent. The 
competences utilised were linked to the range, nature and scope of these 
management practices. If the competences had not been linked to the incidents 
a different competence profile of the managers in the study may have resulted.
The research study highlighted sixty-seven competences with a frequency 
occurrence of 1,237. The respondents regarded these competences as 
necessary for the effective management of a range of activities identified by 
them as critical to the success of their organisations and their own 
effectiveness. The range of competences utilised by the respondents in the 
study ranged from competence in 'oral communication' to a 'knowledge of 
decor and design' underlies the diversity of the competences needed by senior 
managers in effective hotels. This suggests that hotel management is not as 
simple or as straightforward as is often perceived.
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In management research the notion that competences may influence the choice 
o f incident also needs to be explored. The assumptions throughout this study 
indicate that the competences emerged from the critical incidents. Perhaps a 
feature of the critical incident method is that it allows respondents to 
externalise the range and extent of their own competence profile by their choice 
o f incident. It also highlights the issue of self-identify and how the respondents 
define their role in terms of managing operations, or managing business. This 
links competences to the theory of self-efficacy; which is how competent the 
respondent feels, and the range of competences they possess. It may well be 
that graduates feel that they should be competent in business management; 
consequently graduates may cite more incidents in the area of managing the 
business.
Further options in the research design was to link the organisational 
performance indicators in phase one to the management practices and 
competences in Phases Two and Three of the study. The consequences of this 
would be to change the types of critical incidents identified by the respondents. 
For example, question one would have needed to be reworded to include only 
critical incidents that had a significance on organisational performance and not 
on managerial performance. Doing so would have filtered out much of the rich 
data on what managers actually do.
Requiring respondents to directly connect their behaviour to specific 
performance measures suggests that many more 'managing the business' issues 
might have been identified. This would have helped identify the management 
practices that lead directly to effective performance. However, it would have 
highlighted the fact that managers focus more on 'managing the business' 
incidents than the data indicated.
It may have been easier to link the performance indicators in phase one with 
management practices in phase two if more qualitative performance indicators 
had been used in the performance criteria checklist. However, this research
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decision would have altered the focus of the study. For example, incidents 
number 6b 'staff meeting to introduce quality culture throughout the hotel', 5a 
'development of quality culture within the management team', and 39a 
'management review of quality standards throughout the hotel', can all be linked 
to Reiman's (1982) quality performance indicators.
Nature o f  the Data - Phases Two and Three
At this stage it is useful to examine the appropriateness of the questions asked 
and whether additional questions should have been asked. It is necessary to 
reiterate the focus of the research. As Chapter 1 outlines the focus of the 
research is to link the performance of the organisation to the activities and 
practices of the manager and to formulate a competence profile of the 
managers in effective hotels in Ireland. The application of the questionnaire 
and semi-structured interviews resulted in a collection of a vast quantity of 
qualitative and rich data. However, the usefulness of that data needs to be 
examined.
Given the consistency of the findings of this study with other studies in the 
hospitality and tourism industries, the data appears to provide an accurate 
reflection of management practices in the hotel industry in Ireland. However, 
this data can only be loosely linked to performance. What can be inferred from 
the data is that it reflects management practices in effective hotels. What 
cannot be determined, however, is those activities which were important for 
organisational performance. This could have been demonstrated more clearly if 
phase two of the research had been linked more closely to the Simpson Xavier 
Horwath (1993) performance indicators. In some cases it is impossible to infer 
such a linkage from the research data. For example, critical incident number 
10a 'developing a new a la carte menu', number 41a 'a complete review of food 
and beverage department following a complaint', number 43 a 'rectifying low 
profit margins in restaurant'. These would all have had an impact on the food 
and beverage profit, and percentage of food and beverage revenue, and on food 
costs as a percentage of food revenue. Equally, in critical incident number 21b
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'developing a new wine list with a view to increasing sales' would have 
impacted on performance indicators, 'beverage costs' and 'food and beverage 
profit'. The inclusion of the performance criteria into Phase Two of the study, 
while desirable, is more difficult to operationalise. The overlapping and inter 
dependent nature of the performance criteria makes it difficult to identify which 
performance indicators are significantly impacted by particular management 
practices. The problem is that it is difficult to link the qualitative data, 
generated in phases two and three, with the quantitative performance indicators 
applied in phase one of the study.
It has been noted earlier that the researcher identified the broad range of 
activities that managers typically perform in successfiil hotels. What the 
researcher has not been able to do is to identify which activities are most 
significant in improving performance. It can be argued that the frequency with 
which the competences are used by respondents in the study indicates their 
importance to organisational effectiveness. While this may be the case, such 
influences cannot be conclusively drawn from this study.
Therefore, the frequency of competence use may not be the most appropriate 
measure to determine organisational effectiveness. Chapter 6 identifies that 
'food and beverage profit is strongly related to overall hotel effectiveness, yet 
the competence 'food and beverage service' only has a frequency rating of 
thirty-four, coming at the bottom of the second quartile. This alone, however, 
probably does not explain the disparity in the results of phases one and two of 
the research. A more reasonable explanation, however, is that the managers 
studied were the most senior managers of their organisations and as such they 
were unlikely to be directly involved in food and beverage purchases, 
preparation or sales. Rather, their function is to co-ordinate and oversee the 
work of their subordinates who are directly responsible for the food and 
beverage departments.
Equally, it may be useflil to examine the frequency of use o f competences and 
the length of time that competences were used. For example, a competence
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may not be used too frequently, but when it is used it may be drawn on for an 
extended period of time so that it is actually used for a greater length of time 
than competences used more frequently but for shorter periods. Certainly this 
could have been built into the research and interesting data could have been 
collected. The interpretation of this data would, however, have been difficult. 
For example, it is likely that people highly skilled in some competences such as 
business report writing would need to spend less time writing reports than 
managers with a weaker grasp of this area. For other competences it may be 
that managers highly skilled in them may draw on them more, an example of 
this could be 'intuition'. A possible solution to this would be to compare an 
individual's usage of a competence with their score on an appropriate 
psychometric indicator to see whether any significant correlation between the 
levels of competence possession and usage. These issues could be considered 
in any future research studies into the area of management competences.
11.2.3. Data Analysis
The purpose of this sub-section is to reflect on the method of data analysis for 
both quantitative and qualitative data in the study. At the outset it is important 
to reflect on the criteria of choice in data analysis. Chapter 5 has outlined the 
importance of the need to surface the philosophical assumptions that underline 
and drive the research. This is an important point because the researcher's 
underlying ontological and epistemological assumptions largely determine how 
he or she views social reality; how and in what ways reality can be measured, 
and appropriate methods for undertaking such analysis.
Morgan and Smircich (1980) showed that a researcher adopting an objectivist 
approach to the social sciences, who views reality as a concrete structure, is 
likely to favour laboratory experimentation or surveys as methods of data 
collection, and quantitative data analysis. In contrast, researchers subscribing 
to a subjectivist approach to social science , which regards reality as a social
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construction, is likely to use heurmeneutic research methods such as 
phenomenology or ethnomethodology. These approaches depend on 
qualitative methods of data analysis. The ontological assumptions underlying 
this research study can best be described as viewing reality as a concrete 
process, an assumption shared by other 'open systems' theorists. This 
theoretical construct is outlined in Figure 11.1. Network of Basic Assumptions 
Characterising the Subjective - Objective Debate within Social Science.
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This figure highlights the extent to which this research study lies mid-way on 
the positivist / naturalist continuum. The researcher recognised that the social 
world is an evolving process, concrete in nature but ever changing in detailed 
form. Because everything interacts with everything else, it is difficult to find 
and determine causal relationships between constituent processes. At best the 
world expresses itself in terms of general and contingent relationships between 
its more stable and clear-cut elements. The situation is fluid and creates 
opportunities for those with appropriate ability to mould and exploit 
relationships in accordance with their interests. Morgan and Smircich (1980) 
state that 'relationships between individuals and environment express a pattern 
of activity necessary for survival and well-being of the individual' (p. 495). 
Based on these assumptions, the use of multiple research techniques in this 
study is not surprising, neither is the use of both qualitative and quantitative 
techniques o f data analysis.
Interpretation o f  Quantitative Data
Where relationships are fairly well established, as in the Simpson Xavier 
Horwath (1993) performance indicators, research has used quantitative data 
analysis techniques to highlight the relationship between the grade and the 
performance of the hotel. Where relationships are less well established, such as 
the relationship between competence and effective management practice, a 
more qualitative technique was used to identify any significant relationships.
The researcher recognises that ontological and epistemological assumptions 
not only influence the choice of research method but also the interpretation of 
the data. This is significant for the interpretation of statistical data in this 
research. For example, a researcher who regards reality as a concrete structure 
use statistical techniques to develop causal links. In contrast, researchers with a 
more subjective view of the nature of social reality use quantitative data 
analysis techniques to highlight trends in relationships and do not make 
inferences about causality.
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The mixing of quantitative and qualitative data by Siehl and Martin (1988) in 
their study of organisation cultures provides a good example of this more 
'subjective use' of quantitative data. This research study lies somewhere 
between these two positions.
Recognising that, as Morgan and Smircich (1980) concluded 'it is extremely 
difficult to find and determine causal relationships between consistent 
processes' (p. 495), the researcher acknowledges that the statistics used 
highlight significant 'consistent relationships' but not necessarily 'causal' ones.
Interpretation o f  Qualitative Data
This research study is concerned with linking intentions > actions > outcomes, 
therefore, the choice of techniques available to analyse the qualitative data was 
limited. The application of the Critical Incident Technique to collect data 
meant that linguistic techniques such as conversation analysis, or Discourse 
Analysis, were not appropriate because such techniques are designed to 
examine naturally occurring 'speech interactions' and not semi-structured 
interviews (Torode, 1989).
Content Analysis was considered because it enables quantitative methods to be 
used for the analysis of qualitative data. However, it is far more appropriate 
for testing an hypothesis than for theory development (Easterby-Smith, 1991). 
Thus, Content Analysis would have been more appropriate to compare 
effective and ineffective managers than for understanding the competences used 
by effective managers alone. Equally, Analytic Induction was rejected because 
it lends itself more to theory testing than to theory building (Burgess, 1984).
Consequently, Grounded Theory was ideal, because it enabled theory to be 
developed from the concepts, categories and language used by the respondents 
themselves.
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The application o f the critical incident technique in the study was unique in that 
it employed both qualitative and quantitative data analysis by using both 
grounded theory and regression analysis. There is no record of the critical 
incident technique used in this way in management research. Therefore, this 
study makes an important contribution to research methodologies. The 
combination of the two techniques is consistent with Flanagan's (1954) 
contention that the purpose of data analysis is to "summarise and describe the 
data in an efficient manner so that it can be effectively used for the various 
practical purposes" (p. 354).
The Expert Panel
The use of an expert panel was particularly important at this stage of the 
research because it helped to overcome some potential problems of bias in the 
data analysis. Flanagan (1954) recognised this when he stated that "it is not 
usually possible to obtain as much objectivity in the data analysis stages as in 
the data collection stages of the critical incident technique" (p. 354). There is 
always the possibility o f personal bias affecting the data, particularly if only an 
individual researcher is involved in the data analysis process. However, the 
possibility of bias was minimised by assembling an expert panel comprising 
members o f the industry and experts in the fields of management training and 
development. The researcher acted as a process consultant and facilitator. 
Moreover, by systematically adopting the Constant Comparative Method in its 
process of data analysis, the panel overcame Boyatzis' (1982) main criticisms of 
panel methods. His criticisms are that "a theory or panel approach determines 
what an individual or group of'experts' think is relevant; this may be an 
'espoused theory o f action' and not a 'theory in use'." (p. 43).
By using data, generated through the critical incident technique, the panel were 
able to develop a 'theory in use' (a theory of how effective hotel managers 
actually manage), rather than to construct 'an espoused theory of action' (a 
theory of how effective hotel managers ought to act). Without examining the
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methodology, one might think that the checklists of management competences 
developed in tables 10.3 through to 10.8 were espoused 'theory of action'. 
However, the competences listed were identified by practising hotel managers 
as competences that they regard as essential for managing incidents critical to 
their organisation or to their personal successes. The checklists are therefore, a 
'theory in use'. The fact that the managers themselves had identified the 
competences they applied in the execution of the critical incidents meant that 
the competences identified were 'behaviourally specific'. Finally, by identifying 
effective managers through the identification of effective organisations, it was 
assumed for the purposes of this study that the competences and practices were 
related to effective performance.
Consequently, based on the nature of the data that emerged and the subsequent 
analysis of that data using the Constant Comparative Method (grounded 
theory) and regression analysis, it can be concluded that the critical incident 
technique was appropriate and relevant for the collection and analysis of data in 
this study.
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11.3. The Empirical Findings - An Integrated Model to Explain the 
Issues, Influences and Relationships of the Data
This section presents an Integrated Model (Figure 11.2) as a contribution to 
the analysis and understanding of the linkages between organisational 
performance, management practices and management competences. There are 
ten key elements in the model, and each one is linked by an arrow to another 
indicating the level of relationship and influence of the elements, both 
individually and collectively. Each arrow is numbered 1 to 10 and this is 
referenced in this section as relationship one through to ten.
This section also examines the significance, implications of the relationships 
among each element in the model and the empirical findings and outcomes of 
the study.
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11.3.1. Relationship One - The Impact of Biographical Data on
Competence Development and Competence Choice
With the notable exception of Dann (1990) few studies of competences have 
regressed competence data with biographical data. This study has undertaken 
such an analysis and the findings are in contrast with that of Greenberg and 
Greenberg (1980) who reported that age, sex and race differences did not 
significantly impact performance. This research found the biographical profile 
of the respondents to be of significance in the apportionment and development 
of competences. Chapter 9 indicates that training, position, age and gender, 
and experience are critical factors in the choice of competences used. With 
regard to hotel school training, the analysis found that being a graduate had an 
effect on:
The use of professional and technical competences in long-term 
incidents (+10.6)
The use of personal attributes in crisis incidents (+13.9%), short-term 
incidents (+13.2%) and long-term incidents (+14%)
The use of interpersonal competences in crisis situations (-1.9%) and in 
medium-term incidents (+14.9%).
The use of business and commercial competences in crisis incidents 
(+12
In addition to the issues that can be inferred from the data, there are a number 
of hypotheses that can be generated about graduates in the hospitality industry. 
Graduates tend to think about their work in a business context compared to 
their non-graduate counterparts who have not been trained to manage against a 
background of professional business competences. Research shows that hotels 
in higher grade categories. A* and A, are more attractive employment 
prospects for graduates as they offer more structured career development 
opportunities in comparison to lower grade organisations, B* and B.
Being a graduate instils a level of confidence in managers, and consequently 
they apply their profile of competences in more strategic and business type
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activities. The graduates in this study had already achieved a senior 
management position in the hotel industry. Therefore, the incidents and 
com petences offered by them reflected their existing position. It might be 
interesting to explore whether they possessed  and or utilised som e o f  those  
com petences at a junior management level in the industiy.
M oreover, given the operational focus o f  the industry their exposure to  
business related com petences may w ell be limited. O f equal importance, 
however, is the fact that hotel school graduates w ho w ould have been exposed  
to  a w ide variety o f  business related skills in their studies appear not to  be 
utilising them in their current positions. This suggests that the industry culture 
which is characterised by rapidity o f  pace "having many interruptions, being  
one o f  action rather than reflection and concerned with verbal rather than 
written media" (Ley, 1978, p. 46) has the effect o f  keeping senior managers 
absorbed in the traditional skills of'm ine host' to  the neglect o f  business related 
matters
B eing an hotel graduate is an important criteria for success in the higher grade 
hotels. Owner/managers and non-graduates are likely to be found in the grade 
B* and B hotels. The issue then, is to  what extent can the process o f  
continuing training and education be provided in low er grade hotels so that 
their career prospects can be enhanced.
This suggests that being a graduate increases the possession  and usage o f  
com petences in the hotel industry, which also explains w hy hotel school 
graduates reach senior management positions faster than industry trained 
managers. Therefore, an increase in the number o f  graduates reaching senior 
management positions is likely to have a positive impact on organisational 
performance.
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The research findings also highlighted the fact that the manager's position  
(whether, general manager, owner/manager or managing director) had a 
significant impact on:
The choice o f  personal attributes in a crisis situation; an owner/manager 
is predicted to  choose 12.8% fewer personal attributes than a general 
manager; a managing director chooses 12.8%  less than an 
owner/manager.
The proportion o f  interpersonal com petences chosen to  deal w ith crisis 
and long-term  incidents; an owner/m anager chooses 9.2%  and 11.5%  
few er interpersonal com petences than a general manager, and a 
managing director chooses 9.2%  and 11.5%  few er than an 
owner/manager.
The choice o f  business and commercial com petences in the long-term: 
an owner/m anager is predicted to  ch oose 11.7%  few er com petences 
than a general manager, a managing director ch ooses few er than an 
ow ner manger.
The analysis provides interesting results. W ith the exception o f  professional and 
technical com petences in short and medium-term time-frames and intellectual 
and cognitive com petences in long-term time-frames, a managing director is 
expected to use few er com petences than an owner/manager. In turn, the 
owner/manager uses few er com petences than a general manager.
It fo llow s that the respondents, as the m ost senior managers in the 
organisation, have a significant degree o f  discretion in the planning and 
execution o f  their roles. M anagers at this level have considerable 'position  
power' in decision making, delegation and resource allocation. Managing 
directors and general managers w ere mainly em ployed in higher grade hotels, 
and consequently the scope and nature o f  their positions varied considerably 
compared to their counterparts in low er grade organisations. This is reflected  
in the w ide range o f  incidents and com petence data provided by all the 
respondents in the study (Appendix 15).
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The regression analysis also indicates that the manager's age w ill have an 
impact on the choice o f  com petences. An increase in age group will lead to an 
increase in;
The number o f  personal attributes chosen in all time-frames by 24.6% , 
8%, 1% and 10.9% respectively.
The proportion o f  interpersonal skills chosen in crisis, short and 
medium-term time-frames by 19.8%, 10.5% and 7.3%  respectively.
The number o f  intellectual and cognitive com petences using crisis 
incidents by 15.1% and short-term incidents by 3%.
The analysis suggests that age is a factor in the choice o f  people related 
com petences but not in non-people related com petences (e.g . commercial and 
business com petences and professional and technical com petences).
Gender is indicated to be important in tw o areas. The study highlighted the 
fact that female managers use 16.4% more interpersonal skills than their male 
counterparts in medium-term time-frames and show ed an increase in 
professional and technical com petences by 7.6%  in the short-term incidents.
The findings, how ever, suggest that there are far m ore similarities in the w ay  
male and female managers chose com petences than there are differences.
Finally, w ork experience is predicted to have an influence on com petence. The 
more experienced managers will have:
A  decrease in personal attributes by 3% in crisis incidents and by 1% in 
medium-term incidents.
An increase in commercial and business com petences by 1.2% in 
medium-term incidents.
An increase in professional and technical com petence by 5.6%  in crisis 
incidents and by 3.5%  in medium-term incidents.
An increase in interpersonal skills by 8.2%  in the medium-term  
incidents.
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This is a significant finding because w hen compared to  the ways in which age 
affects com petence choice it suggests that som e com petences, particularly 
professional and technical, are developed through w ork experience. This 
suggests that it is not just the effective manager that creates the effective  
organisations but that experience within the organisation in turn helps make the 
manager more effective. Accordingly, experience is not only a background  
characteristic but also acts as a feedback mechanism through which the 
com petences are appropriated for further use.
11.3 .2 . R e la tio n sh ip  T w o - T he Im p act o f  th e  B iograp h ica l P rofile  
o f  M an agers on E m p loym en t by  G rad e o f  H otel
This study show s that biographical characteristics have an affect on the 
em ployment and position choice o f  the respondents:
H otel school graduates attain senior management positions in the 
industry at a younger age than those w h o are trained within the 
industry.
M ore general managers are likely to  be hotel school graduates which  
may account for the great number o f  com petences at their disposal. In 
particular general managers o f  Grade A* and Grade A  hotels are more 
likely to be hotel school graduates than their counterparts in Grade B*  
and Grade B hotels.
The industry is male dominated. General managers o f  Grade A* and 
Grade A  hotels are more likely to be male.
Fem ale general managers are more likely to be em ployed by Grade B  
hotels
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11.3.3. Relationship Three - The Impact of Hotel Grade on Critical
Incident Choice
The respondents in the higher grade hotels are more likely to  provide critical 
incidents in 'managing the business' and 'management' and 'staff related issues. 
M anagers o f  Grade B* hotels are more concerned with 'managing the business' 
than their counterparts in Grade B hotels. Regardless o f  grade, effective 
organisations in the study can be classified as small to medium sized  
enterprises. The size o f  the organisation has major implications for the nature 
o f  the managerial role o f  the respondents. This is reflected in the critical 
incident data which is w ide ranging and concentrated on operational matters.
11.3.4. Relationship Four - The Time-Frame of Critical Incidents
A  new  time-frame m odel w as developed to categorise management practices 
and activities. It w as found that the nature o f  management in effective hotels is 
predominantly a short-term focus, often within a crisis time-frame.
Table 8.3 highlights the data to support this conclusion as follows:
Crisis incidents are evenly divided betw een  'managing the business' and 
'managing the operation' - the largest single set o f  incidents are in 
marketing and sales.
There are double the number of'm anaging the operations' issues in the 
short-term; these are dominated by sta ff issues. H ow ever, marketing 
and sales issues are still o f  considerable importance as they represent 
nearly 32%  o f  total short-term incidents.
There are five times as many 'managing the operations' issues as 
'managing the business' issues in the medium-term, and these are 
dominated by management issues.
There are 50% more 'managing the business' issues than 'managing the 
operations' issues in the long-term.
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As time-frame increases marketing and sales issues becom e less 
important, but financial and investment decisions becom e more 
important.
34% o f  total incidents had a crisis or short-term focus, and 66% o f  total 
incidents had a medium to long-term time frame.
Based on the research findings one can conclude that there is a relationship 
betw een time-frame and the nature o f  managerial activity as identified through 
critical incidents.
11.3.5. Relationship Five - The Impact of Incident Category on 
Choice of Competence
W hilst B oyatzis (1982) linked management tasks and functions to specific 
com petence clusters, this study suggests that for the hotel industry at least, 
such linkages are not that easily achieved. Other than the 'commercial and 
business' com petences which appear to be essential for managing a business, no 
clear linkages can be shown betw een com petence and incidents. Chapter 9 
highlights that the Regression Analysis finds incident categories and time-frame 
insignificant in a manager's choice o f  professional and technical com petences.
It is also interesting to  highlight the issue o f  frequency o f  com petence use. The 
results suggest that som e com petences are likely to  be generic within the 
hospitality industry. These include com petence in 'oral communication', 'the 
ability to interact w ith people', 'the ability to w ork as part o f  a team', 'an 
awareness o f  personal strengths and weaknesses', and 'a know ledge o f  the 
business and the industry'.
This suggests that a successful manager in the hotel industry in Ireland w ould  
need to  possess and use these com petences in day-to-day management activity. 
It is also noteworthy that the five m ost frequently used com petences include 
com petences found in each o f  Pedler, B urgoyne and B o y  dell's (1 978) and Snell
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and Reynolds' (1988) three levels o f  com petences. For example, 'knowledge o f  
the business and the industry w ould include com petences found in Snell and 
Reynolds' level one - basic know ledge and information com petences. 
Com petency in 'oral communication' and 'ability to interact w ith others', and 
'the ability to w ork as part o f  a group' are com petences found in their level tw o  
com petences - skills and attributes. A lso awareness o f  personal strengths and 
w eaknesses w ould  be included in their level three - meta com petences. W hile 
this study has not distinguished betw een com petences in such a way, it 
nonetheless suggests that com petences from each level are important for 
effective management practices.
In m ost cases, how ever, the data show s that the incident group is not a 
particular significant determinant o f  com petence choice, nonetheless, the 
linkage between incident group and com petence choice is part o f  the integrated  
model not least because the regression suggests that the manager uses  
significantly more business and commercial com petences in 'managing the 
business' incidents situations than in 'managing the operations'. H ow ever, the 
impact o f  the m ethodology in determining the type o f  incident did influence the 
range o f  com petences that em erged and put certain aspects o f  the management 
role into focus.
Given that the H CIM A findings suggest that the m ost significant range o f  
com petences required by hospitality managers in Europe in the future appear to  
be those associated with business management, there is an apparent lack o f  use  
o f  such com petences in Ireland and this should raise concern among managers 
within the industry in Ireland. This lack o f  emphasis on 'managing the business' 
can be referenced to tw o factors. Firstly, it must be remembered that the 
majority o f  the managers w ere not hotel school graduates, and as such the only 
possibility for them to develop business related com petences is either through  
exposure to them, and/or mentoring within the hotels in which they have 
worked, or through a variety o f  short courses that they may have attended.
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11.3.6. Relationship Six - Significance of Incident Time-Frame on
Choice of Competence
The data highlights that there are few  significant relationships betw een incident 
time-frame and choice o f  com petence. For example in 'managing the 
operations' incidents there is a slight increase in the use o f  interpersonal 
com petences and a marginal increase in the demand for professional and 
technical com petences as time-frames lengthened. Equally the research show s 
that for 'managing the business' incidents there is an increase in the use o f  
business and commercial com petences in short, medium and long term  
time-frames. There is a reduction in personal attributes in long-term  incidents 
and a further increase in intellectual and cognitive com petences in the 
medium-term time-frame.
Chapter 9 outlines the comparative usage o f  com petence clusters across the 
four time-frames. A  synopsis o f  the significant findings are as follows:
In crisis situations personal attributes com petences are by far the m ost 
w idely used com petence, accounting for 39%  o f  the com petences used  
in that time-frame. The significance o f  this com petence cluster gradually 
falls across the time-frame so that it only counts for 13.3%  o f  the 
com petences used in the long-term  time-frame.
In long-term  time-frames, business and commercial com petences 
gradually increase in importance from 14.5%  in crisis situations to  
dominate long-term situations with 4.3% .
11.3.7. Relationship Seven - The Relationship Between Critical 
Incidents, Time-Frames and Management Competences
The research sample o f  forty-eight effective managers w ere each asked to  
identify three critical incidents that had significant impact on the performance 
o f  their organisation. The incidents w ere then categorised by time-frame, either 
crisis, short-term, medium-term or long-term. In addition, they w ere asked to  
reflect on the com petences that they needed to effectively manage those critical
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incidents. The m odel therefore suggests that effective managers are those w ho  
are able to apply com petences in ways which are sensitive to the critical 
incident and the time-frame o f  the incident.
11.3.8. Relationship Eight - The Relationship Between Effective 
Management Practices and Competences) and Effective 
Organisations.
The data makes it difficult to  link hotel score with com petence use, (reference 
section 9 .4 .3 ., graph 9 .11 .). N evertheless, it does present som e interesting data 
from which it is possible to  draw som e tentative conclusions. Firstly, the 
ordering o f  the com petences is interesting. In particular, it is worth noting the 
reversal in the trend in the order of'interpersonal' com petences and 'business 
and commercial' com petences.
The analysis o f  data presented in Chapter 6 show s that hotels face a number o f  
challenges. This finding challenges Geller's (1985) claim that the critical 
success factors for each hotel are unique. This does not mean that there are no 
differences betw een critical success factors for hotels, but they are narrower 
than Geller has allowed for. Perhaps a better w ay o f  examining critical success 
factors, which this study suggests, is to examine the success factors for each  
grade o f  hotel. For example, as the performance data in Chapter 6 outlines, 
marketing costs w ere strongly correlated to profit in grade A* hotels but not in 
Grade A  hotels. This suggests that getting the marketing mix and strategy 
right is a more critical factor o f  success for Grade A* hotels than for other 
grades o f  hotels.
It has already been noted that phase one o f  the study makes an important 
contribution to the study o f  the hotel industry in Ireland by the application o f  
the performance criteria in order to provide benchmarks against which  
individual hotels can assess their performance against com parative hotels o f  the 
same grade.
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Respondents in the study em ployed in organisations with a performance score  
o f  thirty-eight used more interpersonal com petences than other clusters o f  
com petences. This is probably due to  the managerial role o f  the respondent, 
the grade and size o f  the hotel and the market segm ents o f  the business.
Respondents em ployed in more effective organisations, with a score o f  
forty-five, used more business and commercial and less interpersonal clusters o f  
com petences. This reflects the quantitative nature o f  the performance criteria, 
where costs and profit margins determine levels o f  performance and 
effectiveness. It is interesting to note that interpersonal com petences are less 
significant as the performance level o f  the organisation increases. These  
findings are consistent with the profile data o f  the respondents (Chapter 7, 
which highlights that effective managers are predominantly male, and they use  
less interpersonal com petences than their fem ale counterparts. These managers 
are predicted to be em ployed in Grade B* hotels, which have more 'managing 
the business' incidents than other grades.
11.3.9. Relationship Nine - Feedback Loop
The earlier discussions o f  the relationship betw een the demographic profile o f  
the respondents and the developm ent and use o f  com petences, show s that 
experience and hotel school training are significant factors for the modern  
hospitality manager. The research show s that new  skills and com petences are 
developed through management experiences, activities and practices. For 
example, 'respondent number eighteen' had to  learn to manage his relationship 
with architects, planners and builders during the developm ent o f  the hotel 
extension. These skills w ere developed through a process o f  experiential 
learning. Equally, industry specific com petences, which may have been  
developed through education, training and developm ent, could only have been  
reinforced through working at management level w ith the industry, (i.e. 'food  
and beverage service', 'product knowledge' and 'reception and accom m odation  
skills').
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11.3.10. Relationship Ten - The Impact of Industry Culture
The impact o f  the 'service culture' o f  the Irish hospitality industry is a critical 
feature o f  the integrated m odel. The existing culture o f  the industry in Ireland 
can be described as being short-term, operationally focused and reactive rather 
than proactive. It is also hypothesised that the impact o f  the industry and 
organisational culture is one o f  the reasons that explains the fact that graduates 
are likely to possess 'managing the business' type com petences, but are 
frequently not using them in junior positions in the industry. This assumption  
how ever will need to  be empirically tested in the future.
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11.4. The Theoretical and Conceptual Contributions of this Study to 
the Knowledge and Understanding of Management in the 
Hospitality Industry
It is now  appropriate to examine the contributions that this research study 
makes to the know ledge base and understanding o f  the nature o f  management 
in general. It suggests a new  approach to examining the nature and style o f  
management and highlights the links betw een organisational performance and 
management. Specifically it will impact and infiuence:
the critical activities and practices o f  senior managers in the hospitality 
industry in Ireland,
the literature on com petences, and in particular com petences for 
hospitality managers,
m odels o f  organisational effectiveness in the hospitality industry, 
the categorisation and classification o f  management practices and 
com petences.
11.4.1. A New Approach to Examining the Nature of Management
The outcom es o f  this research study make an important contribution to the 
study o f  managers in general and managers in the hospitality industry in 
particular, by developing a new  w ay o f  examining the nature o f  management.
The study focused on the linkages betw een activities and practices critical to  
management in organisational success and the com petences necessary for their 
effective execution. This approach offers a m ore penetrating insight into 
effective management practices than that afforded by many existing  
m ethodologies. For example, while observational studies and diary method  
studies are able to uncover what functions managers perform and the allocation  
o f  time amongst those functions, they are not able to penetrate w hy and how  
managers perform these tasks. In short, observation studies focus on
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outcom es. This research approach focused on the linkages betw een a 
manager's intentions >  actions >  outcom es.
W hereas many o f  the studies within the hotel industry have examined  
management at various levels (CERT, 1987, 1994 and HCIM A, 1994) this 
study makes a unique contribution by focusing on the m ost senior managers in 
each hotel. Similarly, much o f  the research into management com petences uses 
samples which include junior, middle and senior management (Boyatzis, 1982). 
Within the hospitality industry senior managers have been studied least and this 
study helps to fill this research gap. In doing so it makes a number o f  
important contributions to the study o f  managers, as follows:
Links BeUveen Organisational Performance and the Nature o f  
Management
The choice o f  research m ethodology in this study makes an important 
contribution to the approach to  examining managerial w ork by the use 
o f  organisational performance as a criteria for assessing managerial 
effectiveness. All too  frequently, only individual measures o f  
performance are used to  identify effective managers (Boyatzis, 1982). 
Such methods, however, are inappropriate for the evaluation o f  senior 
managers. The researcher agrees w ith H ay (1990) that managerial 
effectiveness is not just about what the manager does but also about 
performance objectives that are met through delegating work to others. 
The organisational unit must therefore, be the unit against w hich to  
measure the performance o f  senior managers. The w ay in which  
effective managers were identified is also an important contribution  
because it sought to identify effective organisations first and to  use the 
managers o f  these organisations as the research population sample for 
phases tw o and three o f  this study. B ased  on the developm ent o f  a new  
time-frame model to categorise management activities and practices, 
there is evidence to suggest that the nature o f  management in effective  
hotels is predominantly short-term and often within a crisis time-frame.
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This empirical research makes an important contribution to  the study o f  
the linkages betw een intentions, actions and outcom es because the 
focus is solely on one industry, the hospitality industry. Other studies 
o f  managerial com petences include managers from a w ide variety o f  
industries, while the results are often interesting, the concern is how  the 
balance o f  com petences needed may be influenced by specific industry 
cultures. H ow ever, by examining only the hospitality industry in this 
study it is easier to see which com petences are really necessary for 
effective management in the industry.
Strong Operational Focus
T o begin with it is worth noting that this study is consistent with the 
findings o f  the CERT studies (1988 and 1994), which show s hotel 
management to be dominated by operational demands. Certainly it is 
significant to note that despite Peacock's (1995) finding that hospitality 
managers define success in financial terms, it becam e apparent during 
the interview process that many o f  the Irish hoteliers paid more 
attention to  the qualitative measures o f  custom er feedback than 
long-term  financial results. This w ould  suggest that som e degree o f  
cultural change is needed i f  the industry is to  exploit its international 
potential in an increasingly com petitive market place. A  total o f  71%  
o f  the critical incidents identified in this study w ere operational in focus 
and the pattern o f  behaviour is consistent w ith the majority o f  
management research which maintains that the bulk o f  managerial time 
is spent on day to day operational issues. (Horne and Lupton, 1965; 
Kelly, 1964). It is also important to  note that this finding contrasts 
with the H CIM A /  FORCE (1994) research findings w hich tend to  
suggest that there is a shift in emphasis in hotels across Europe from  
operational to business related issues. This study found no evidence o f  
this trend within Ireland.
Equally the findings o f  both studies are diametrically opposed to those  
o f  Dann (1990) who found that; "managers developed a pattern o f
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work which w as sufficiently adaptable and flexible not to be disturbed 
by m ost daily events. The 'thick band' o f  middle management in each  
hotel allow ed them to  conduct an essentially office based approach  
which w as calm, ordered, informational and primarily concerned with  
the control o f  the immediate operation and its finances." (p. 325).
Dann's (1 990) findings could be explained by the fact that he only 
examined managers in one company w h ose corporate culture may have 
been different to that normally experienced within the hotel industry, 
also the size, grade and support structures within the organisations may 
be significantly different to  the profile o f  the organisations in this study.
Leadership Style
The picture o f  the Irish hotel manager w hich em erges from the research 
is that they are more o f  a leader than a manager. In terms o f  leadership 
their focus is more on style, staff, skills and shared goals than on  
strategy, structure and systems. Their focus o f  control is internal and 
their attitude towards goals is personal. H ow ever, given  their 
conservative attitude to  change perhaps a better w ay o f  expressing this 
m ix is to  say that they are transactional leaders rather than 
transformational leaders (Burns, 1978).
Another finding o f  this research study with regard to  leadership, is that 
there are more than tw ice the number o f  references to  com petitive  
characteristics (i.e. assertiveness, com petitiveness and aggression) as 
compared with supportive com petences (i.e. sensitivity, caring and 
willingness to help others). Indeed, w hen more sensitive or supportive 
behaviour is expressed it is often couched in skill terms, such as 
patience/listening and 'a sense o f  integrity'.
H otel em ployees are reported to prefer directive management styles 
rather than the more supportive management style (W hite, 1973). This
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w ould suggest that the management style o f  the senior managers in this 
study are w ell suited to the culture o f  the hospitality industry. Certainly 
a crucial element o f  leadership is the ability o f  the manager to structure 
relationships betw een people so that individuals know  what is expected  
o f  them  (Glube and M argerison, 1976).
Management Training and Development
The evidence from this research study highlights the need to  redirect the 
role o f  the general manager in the hospitality and tourism industries 
from an operational focus to  a more business management role. Public 
and private sector agencies w ith responsibility for executive  
developm ent and training should offer more marketing, financial, 
management, cost and profit control, and human resource management 
programmes. They should prom ote learning as a cherished operational 
value and must seek to  link management training and developm ent to  
com pany and business strategy. They should respond to  rapid 
technological changes, commercial com petition, changes in the social 
values o f  the workforce, and a more quality conscious and discerning 
customer. M anagement colleges and educators should develop  
curricular and learning processes that address the new  and emerging 
profile o f  the international hospitality manager.
This recomm endation supports the v iew  o f  Jones (1 992) w hen he highlighted  
the need for educational programmes which linked technical, professional and 
personal developm ent supplying the basic too ls needed for effective  
performance in the workplace. H e saw  the objective as nurturing individuals 
w ho have "a sense o f  commitment, vision and the ability, not only to  do things 
right but also with the wider understanding o f  doing the right thing" (p. 16).
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11.4.2. The Contribution of the 'Integrated Model
A  com parison betw een the integrated model (Figure 11.2) and the traditional 
m odels o f  managerial effectiveness confirms the contribution that this model 
makes to this study o f  general management. The traditional m odel suggests 
that effective managers make effective organisations. This can be represented 
diagrammatically as follow s:
EFFECTIVE EFFECTIVEMANAGER ORGANISAHON
This traditional m odel which reflects the principles o f  agency theory effectively  
states that the manager (actor) creates the organisation. This research study, 
however, argues more for a duality o f  structure (Giddens, 1979) in which  
managers (actors) simultaneously draw upon and reproduce com petences in 
their day to  day management practice. In so doing they are not only creating 
and recreating effective organisations but are them selves recreated as managers 
through the processes o f  developing new  com petences and strengthening or 
weakening existing com petences by their use or non use. This can be 
represented diagrammatically as follows:
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EFFECTIVE
RHito EFFECTIVEMANAGER ORGANISATION ;
!
Therefore the integrated m odel (Figure 11.2) makes an important contribution  
to the literature by follow ing Shortfs (1989) recomm endation that the 
hospitality industry needs 'theory' developed from within the industry itself.
The m odel is more useful to the industry than other contingency m odels such  
as that developed by B oyatzis (1982). This is because the factors show n to  be  
important for effective management are industry specific rather than 
generalised across a number o f  industries. W hilst B oyatzis suggested  that 
individual com petences, job demands and the organisational environment all 
lead to effective specific actions or behaviour, the integrated m odel developed  
from this research is able to show  the importance o f  specific demographic 
profile, size o f  organisation, incident type, incident time-frame and com petence  
choice on effective management practices. H ow ever, because com petence  
choice is understood to be contingent on a number o f  factors, it is not possible  
to  precisely predict which com petences will be drawn on or reproduced in any 
given situation. This research, therefore, finds no real support for B oyatzis  
(1982) contention that management tasks or functions can be linked to  
com petence clusters.
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11.5. Future Research Directions
This section outlines a number o f  recommendations and issues for further 
consideration by key stakeholders in the hospitality, tourism and education and 
training industries.
11.5.1. Replication Based on Time-Frame and Life-Cycles
This study examined the com petences applied for effective management 
practice at one point in time. It w ould be interesting to replicate the study 
every five years to  see whether the com petences needed for effective  
management change over time. This research w ould link in w ell w ith B oam  
and Sparrow's (1992) suggestion that a helpful w ay to examine com petences is 
from the perspective o f  the business life-cycle. This w ould give an indication  
as to whether particular com petences have life-cycles and h ow  these life-cycles 
relate to the business life-cycles. In addition, it w ould be interesting to  see  
whether there is a trend towards 'managing the business' related com petences 
as the hospitality industry becom es more com petitive and m ore business 
oriented.
11.5.2. Replication to Compare ’Effective’ and ’Poor’ Performing Hotels
Another possibility w ould be to replicate the research in 'poor performing' 
hotels in order to compare and contrast management practices and the 
com petences used in effective and poor performing hotels. This research 
w ould require a doubling o f  the sample to  obtain statistically reliable data. This 
issue w as not included in the original research design o f  this study but may be a 
valuable study in the future because it w ould reveal which o f  the com petences 
prerequisite for success in the hotel industry in Ireland are either not possessed  
or not being used by senior managers in poor performing hotels. This
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information could provide a valuable key to identifying future training and 
developm ent needs for managers in the hotel industry.
11.5.3. Determine Which Competences Effective Hotel Managers Perceive 
that they Lack
This research recomm endation stems from the fact that this study has identified  
the com petences o f  the respondents but has not examined the com petences 
that they perceive that they lack. Som e inferences can be drawn from the data; 
for example, it is possible to infer that the major strengths o f  Irish hotel 
managers are in 'managing the operation' to the comparative neglect o f  
managing the business'. Replication w ould g ive som e indication o f  the 
effectiveness o f  management training and developm ent within the industry and 
help to answer such questions as whether or not graduate training is becom ing  
increasingly important within the industry and whether attempts to develop  
double or deutero learning have been successful. In this study additional 
information could have been generated by using a Behavioural Event Interview  
(BEI) rather than the simpler critical incident technique as the research 
m ethodology. B y  asking respondents to  identify three critical incidents in which  
they felt they w ere successful as w ell as unsuccessful it may have been possible  
to generate data about the com petences that the respondents felt they w ere  
lacking.
H ow ever, the practical problems o f  time for data collection and data analysis 
and the willingness o f  the respondents to g ive up tw o to three hours made this 
particular research approach inappropriate. In a further study it may be possible  
to collect the critical incidents o f  successful and unsuccessful events through a 
postal questionnaire; however, the H C IM A  (1 994) study recognised that this 
approach effects the richness o f  the data gathered and does not allow  for a 
connection o f  com petence and skills.
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11.5.4. Replication of the Study within the International Hospitality 
Industry
The European hospitality industry has experienced significant changes over the 
past number o f  years, all o f  which presents new  challenges and opportunities.
A s the industry grow s and develops it is vital that attention is given to  
providing hospitality managers across Europe w ith the skill and know ledge  
necessary to take the industry forward towards the year 2000  and beyond  
(HCIM A, 1994). Therefore, this study should be replicated in a trans-national 
context to  provide for a com petence analysis betw een Ireland and Europe. In 
addition, follow ing the work o f  Lawler (1993) w ho examined tourism in the 
light o f  Porter's (1 990) 'Competitive Advantage o f  Nations', it w ould  be 
interesting to replicate the study on an international basis to  explore which  
com petences are essential for national com petitive advantage in the w orld-w ide  
hospitality industry.
11.5.5 Research into the Nature of Management
A s the hospitality industry m oves towards the next millennium, attention should  
be focused on the concept o f  management com petences, its definition and 
measurement and the extent to  which it should be evaluated on inputs, process, 
activities and outcom es. In addition the identification o f  management as an 
area in which com petence based vocational qualifications are appropriate 
should lead to further research to answer the follow ing questions. W hat is 
effective management in the hospitality industry? Is it necessary to identify a 
set o f  generic management com petences? Is there a link betw een organisation  
performance and management com petences?
It is recommended that further studies should be undertaken to  allow  for a 
more com prehensive definition o f  terms such as the; 'effective hospitality 
manager' in industry, the 'effective general manager' in hotels. This fo llow s the 
advice o f  Campbell et al (1970) when they suggested  that "we must ask the 
broader and som ewhat complicated question, what are the varieties or
Chapter 11 - Page 416
combinations o f  organisational circumstances, personal characteristics and 
behaviour patterns that are likely to be perceived as effective managing?"
(p. 19).
It may be useful to  replicate the approach in this study to the examination o f  
the nature o f  management in another industry to  see the extent to which it is 
able to offer important insight into the com petences needed for effective  
management practices. It w ould be particularly interesting to  examine an 
industry which has already been studied in more conventional m ethods in order 
to  assess the degree o f  value added that this approach can bring.
In addition, the robustness o f  the w ords 'manager' and 'management;' are cross 
context and a virtual universality o f  meaning serves to validate management as 
an objective o f  study. Further research should be undertaken to  identify role 
prescriptions and role demands through the examination and analysis o f  job  
descriptions and through the investigation and classification o f  the expectations 
held by all members o f  a manager's role set. (M achin, 1981; H ales and 
Nightingale, 1986). The results should provide a framework for comparative 
research analysis o f  managers in the hotel industry and in the retail and service 
sectors. Further research studies into the link betw een effectiveness in hotels, 
the nature o f  management and the com petence o f  senior management and 
management team s should be initiated. Dann (1 990) suggested that i f  studies 
o f  managerial work are to be considered scientific, there must be more 
replication studies in order to advance and test the limited amount o f  
conceptual developm ent which has occurred in management research. H e  
concluded that there is a need for further studies that "compare like with like; 
that is, managers at the same level, in the same industry, in the same size o f  
operation, in the same function, and if  possible within a similar geographical 
area" (p. 51).
Finally, the m ethodology and outcom es o f  this study provide the basis for 
replication and for comparative analysis across managers in effective and
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non-effective organisations in the hospitality industry in Ireland and other 
European countries.
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A P P E N D IX  1
S E C T O R A L  P R O F IL E  O F  T H E  T O U R IS M  IN D U S T R Y  IN  IR E L A N D
SECTORS NUMBER 
OF UNITS
1. H otels 652
2. G uesthouses 337
3. Approved Accom m odation 4 ,524
4. Restaurants - Traditional 1,296
5. Popular Catering 854
6. Licensed Premises 8,760
7. Self-Catering A ccom m odation 148
8. Fast Food  Outlets 518
9. Leisure and Recreation 325
10. Tourist Attractions 1,300
11. Travel and Transport 5
12. Tourist Information 52
13. H ospital Catering /  Health Boards 498
14. Industrial and Institutional Catering 737
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APPENDIX 2
GRADING CRITERIA FOR HOTELS IN IRELAND (1993)
GRADE A*
These include Ireland's m ost luxurious hotels, all o f  w hich are o f  high international 
standards. They range from elegant, stately castles to  prestigious country clubs and 
top class city hotels catering for both the business and tourist visitor.
All guest accom m odation is luxurious and spacious suites are available.
These fine hotels boast som e o f  the country's best restaurants and offer table d'hôte 
and/or à la carte lunch and dinner menus. Exceptional service and a personalised  
w elcom e are the norm in these hotels.
GRADE A
These include contemporary hotels o f  excellent quality and charming period houses 
renovated to  a very high standard com plete with all modern comforts.
All guest accom m odation is o f  a high standard and half suites are usually available.
Restaurant facilities provide excellent cuisine and service for the discerning diner. 
Table d'hôte and/or à la carte lunch and dinner menus are available.
GRADE B*
These range from small, family operated premises to  larger, modern hotels. Guest 
room s are w ell decorated w ith the emphasis on com fort and all have a private 
bathroom with a bath and/or shower.
Restaurants offer high standards o f  cuisine in relaxed and hospitable surroundings. 
Table d'hôte and/or à la carte dinner menus are available. These hotels offer a range o f  
services making them ideal for the cost-conscious traveller seeking comfort.
GRADED
These are more likely to be family operated premises, selected for their charm and their 
comfortable facilities.
All guest room s have a telephone and m ost have a private bathroom with a bath and/or 
shower. Full dining facilities are available, representing excellent value and good  
w holesom e food.
Source: Bord Failte Eireann (1993)
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APPENDIX 3
B O Y A T Z IS  C O M P E T E N C E S  (A S S O C IA T E D  S K IL L S )
Goal and Action Managment Cluster
1. Efficiency Orientation
- Goal Setting
- Goal Planing
- Organising Resources
2. Proactivity
- Problem Solving
- Information Seeking
3. Diagnostic Use of Concepts
- Problem Identification
- Deductive Reasoning
4. Concern with Impact
- Symbolic Influence
Leadership
5. Self-Confidence
- Self-presentation
6. Use of Oral Presentation
7. Logical Thought
- Organisation of Thought & Activities
- Sequential Thinking
8. Conceptualisation
- Problem Identification
- Thematic or Pattern Analysis
Human Resource Management
9. Use of Socialised Power 
- Alliance skills
10. Positive Regard
- Verbal/non-verbal skills that result
in people feeling valued.
11. Management Group Processes
- Instrumental Afflliative Behaviour
- Group Process
12. Accurate Self-Assessment
- Self Assessment
- Reality Testing
Threshold Competences
19 Specialised Knowledge
20 Memory
Directing Subordinates
13. Developing Others
- Skills in Feedback
14. Use of Unilateral Power
- Compliance Production
15. Spontaneity
- Self Expression
Focus on Others
16. Self Control
17. Stamina and Adaptability
18. Perceptual Objectivity
- Affective Distancing
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APPENDIX 6
ORGANISATIONAL STUDY 
PHASE ONE 
POSTAL QUESTIONNAIRE
NAME OF THE HOTEL: Confidential
LOCATION: Confidential
NUMBER OF ROOMS: 1 -31 32 - 75 75 - 100 100+
/
H O TEL GRADE (1993) A=^= A B* B
/
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SAMPLE RESPONSE SHEET
BUSINESS PERFORMANCE INDICATORS FOR HOTELS IN IRELAND
HOTEL:
LOCATION:
Confidential
Confidential
KEY INDICATOR BEING 
MEASURED
INDUSTRY 
AVERiVGE FOR 
GR/^ DE A 
PROPERTIES
ACTUAL 
PERFORMANCE 
OF PROPERTY 
EVALUATED
1 2 3 4 5 6
1. Achieved Room Rate IR£.42 IR.£56 /
2. Achieved Room 
Occupancy 72% 90% /
3. Gross Operating Profit as 
% of Total Revenue 22% 25% /
4. Room Revenue as % of 
Total Revenue 43% 59% /
5. Rooms Operating Profit 
as % of Room Revenue 85% 91% /
6. Food and Beverage 
Operating Profit as % of 
Food and Beverage 
Revenue
37% 42% /
7. Cost of Sales as % of 
Departmental Revenue:
- Food
- Beverage
37%
50%
30%
40%
/
8. Employee Cost as % of 
Total Revenue 23% 20% /
9. Marketing Expenses as 
% of Total Revenue 4.3% 6% /
Overall Score = 43
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APPENDIX 7
HOTEL INDUSTRY REVIEW (1993) - REPORT EXTRACTS
The Irish Hotel Industry Review is an annual publication providing analysis of the 
performance of the hotel sector. Data in the report is presented by hotel grade, 
geographical region, hotel size and by degree of seasonality. It provides accurate, 
updated information on the performance of the Irish hotel industry.
Hotel managers and properties are invited to contribute to the data required under the 
uniform system of accounts. The report aims to facilitate the comparison of individual 
hotel trading results with those of the Irish hotel industry.
Key areas of hotel performance are analysed; profitability, room occupancy rates, 
revenues, composition of sales, costs of sales, departmental revenues. Analysis is also 
conducted through the use of additional variables such as available rooms, guest 
nights. The accounting information collected in the survey is accumulated using the 
uniform system of accounts for hotels as a basis.
The following are definitions and descriptions of some of the performance measures 
used in the survey.
Achieved Room Occupancy
This is a measure of the relationship between the number of rooms available in 
the hotel and the number of rooms which are actually sold within a specific 
time-frame. This figure is usually represented as a ratio and is an indicator of 
the efficiency of the rooms division.
Gross Operating Profit as a Percentage of Total Revenue
Gross Operating Profit is defined as the total of rooms departmental operating 
profit, food and beverage departmental operating profit, minor operated 
departments operating profit, rentals and other income, less all undistributed 
operating expenses. (The Undisturbed Operating Expenses classification is 
included for administrative and general expenses, marketing expenses, energy 
costs and property operation and maintenance expenses. Some of these can be 
considered as an individual entity).
Room Revenue as a Percentage of Total Revenue
This represents the ratio of the revenue derived from room sales to the total 
revenue of the operation. This figure indicates the proportion of sales derived 
from accommodation and the sales mix within the hotel.
Rooms Operating Profit as a Percentage of Rooms Revenue
This figure represents the actual profit from room sales (room sales less direct 
costs) as a percentage of the total revenue and indicates the cost efficiency of 
the accommodation services.
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Food and Beverage Profit as a Percentage of Food and Beverage Revenue
This ratio relates to the Food and Beverage Profit to the total revenue from 
food and beverage. This measure is a very useful indicator of the efficiency and 
productivity with the food and beverage departments.
Food Costs as a Percentage of Food Revenue
The cost of food sales includes the total food purchases less trade discounts. 
Related to the revenue from the sale of food, it provides a measure of the 
operational efficiency of the food production department, and a guideline for 
monitoring gross profit levels of food.
Beverage Costs as a Percentage of Beverage Revenue
The cost of beverage sales included the total beverage purchases less trade 
discounts. Related to the revenue from the sale of beverages, it provides a 
measure of the operational efficiency of the beverage department, and a 
guideline for monitoring gross profit levels of beverages.
Employee Costs as a Percentage of Total Revenue
Employee costs include the salaries and wages of personnel in all departments. 
Also included are all employee benefits such as PRSI, holiday pay, employees' 
meals and pensions. This figure is related to the total hotel revenue figure and 
represented as a percentage. This percentage is a crucial indicator for many 
operators as a small increase in this percentage will dramatically affect the net 
profitability.
Marketing Costs as a Percentage of Total Revenue
Marketing expenditure is related to total sales on the assumption that 
marketing expenditure relates to all revenue generating departments within the 
hotel.
The benchmark performance results for each indicator are based on the median; which 
is defined as the middle value of all amounts calculated for a specific line item. When 
using medians, it is important to remember that the median components and the 
median total figures reported may represent the results for separate hotels, even 
though the sample size of each may be equal. Medians are not effected by one or two 
responses that vary significantly from the rest of the sample. This is the reason why the 
majority of the tables report medians.
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APPENDIX 8
Research Study into the Nature of M anagem ent 
and Competences of General M anagers in Effective Hotels 
Phases Two and Three
SAMPLE
BIOGRAPHICAL DATA
NAME: Confidential
SECTION 1
Respondent Number: 26
SEX; MALE FEMALE
AGE; 0 - 2 0 2 0 - 2 9 3 0 - 3 9
/
4 0 - 4 9 5 0 - 5 9
CURRENT JOB TITLE 
/R O L E ;
PLACE OF EM PLOYM ENT:
General Manager 
Confidential
NUMBER OF YEARS 
IN CURRENT POSITION: 5 Years
NUMBER OF YEARS IN 
GENERAL MANAGER ROLE; 5 Years
HOTEL SCHOOL GRADUATE; YES NO
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SECTION 2 
CRITICAL INCIDENT RESEARCH METHOD 
GUIDELINES AND INTERVIEW BRIEF FOR THE RESEARCHER
The following points are discussed with the respondent prior to section three.
1. The interview will be recorded, and will be supported by written notes of the 
researcher during the interview. Details of the nature, focus, control and 
structure of the research project will be explained to you prior to the interview.
2. Please outline and describe in detail three critical incidents / events / activities 
that occurred within the past year, and had a significant influence or impact on 
the performance of your organisation and on your role as the General Manager 
/ Managing Director / Owner Manager of the organisation.
3. It is important that the scenarios include the extent to which you, initiated, 
participated or responded in the context of the incidents.
4. Please describe the incident by: title, categoiy or activity.
5. Describe the skills, abilities, knowledge /  personal strengths or competences 
that you utilised in the execution of the critical incident; and influenced the 
situation and outcomes.
The researcher may wish you to clarify, expand or synopsise key points made 
during the interview.
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SECTION 3
INCIDENT 1:
1. Please outline and describe in detail a critical incident / event / activity 
that occurred within the past year, and had a significant influence or 
impact on the performance of your organisation and on your role as the 
General Manager / Managing Director / Owner Manager of the 
organisation.
This hotel is traditionally an American market and usually upmarket. However, 
during the Presidential election our American business was way down and I 
was directed by the Board to develop a new strategy to attract markets in 
Europe. This was very late in the season so it was essentially a panic measure.
I had to put together a plan and physically go to Europe and meet the tour 
operators and present my proposals to them. I also met the airlines.
2. Describe the skills /  abilities / knowledge or competences that you utilised 
in the execution of the critical incident.
Essentially, my competence was as an organiser to get things done quickly. 
Also the ability to work on my own and plan a strategy on my own is a 
personal strength. Product analysis and pricing was very important and also I 
was able to write brochures very well and do them very quickly.
Confidence in oneself and one's product is also important in marketing and 
selling and I felt that I had that. Setting personal targets and confident that 
they would be achieved is also important. Ail of these could be termed 
professionalism and having a professional outlook and approach is also 
important for the job as a general manager.
Page 431
INCIDENT 2:
1. Please outline and describe in detail a critical incident / event / activity 
that occurred within the past year, and had a significant influence or 
impact on the performance of your organisation and on your role as the 
General Manager /  Managing Director / Owner Manager of the 
organisation.
At the start o f the season most of the staff came beck and I decided to 
implement a series of changes. These were new work practices and structures, 
and new work ethics across all the departments of the hotel. Many of the 
issues of the previous season could not be repeated. As well as that, I needed a 
new sense of urgency about the place and my costs were rising and my profits 
were going down.
2. Describe the skills / abilities / knowledge or competences that you utilised 
in the execution of the critical incident.
Essentially, my skills as negotiator, communicator, being able to handle conflict 
and resistance. I am good at meetings and this was a help. I wanted to 
motivate, to see that change was important and necessary. I had to lead by 
example and make changes myself. I also had to be confident that it would 
work and I had to protect people from the negative perceptions that many of 
them had. I also had to be a good listener and to relate to the people that were 
most affected by this change. I also had to have a sense of vision about what 
the hotel would be like when all these new changes were implemented and to 
communicate that to everybody. Without these skills I do not think that the 
change project would have been successful.
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INCIDENT 3
1. Please outline and describe in detail a critical incident / event / activity 
that occurred within the past year, and had a significant influence or 
impact on the performance of your organisation and on your role as the 
General Manager / Managing Director / Owner Manager of the 
organisation.
The history of this incident is that after a number of complaints I decided, as a 
general manager, to sit down and look at the whole area o f food and beverage - 
everything from menus, to products, to standards, to quality, to skills. I had 
focused on the food and beverage area because most of the complaints from 
customers had been about either their experience in the bar, or the restaurant or 
the function rooms.
2. Describe the skills /  abilities /  knowledge or competences that you utilised
in the execution of the critical incident.
I could not have carried out this project without some of the basic skills and
also these skills helped me through the process and obviously influenced the
outcomes. These skills are as follows;
♦ A strong experience and understanding of food, menus and beverages.
♦ A strong operational sense of the core operating areas of an hotel.
♦ Good analysis in terms of setting out the procedures required and the 
profit margins required.
♦ Understanding of modern trends in the hotel industry, particularly in 
Europe in relation to food and beverage.
♦ My experience with a major group has helped me to understand what 
standards are and how to go about setting standards.
♦ I had to be a good team leader as I had to bring people with me.
♦ I had often to coerce people into my way of thinking, but I think I got 
good commitment.
♦ I also had to listen to the views of others and to manage the project and 
make sure everyone knew that what was expected of them was 
important.
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APPENDIX 9
LETTER OF INTRODUCTION TO GENERAL MANAGERS 
OF EFFECTIVE HOTELS 
(Phases Two and Three of the Study)
Dear
I am writing to inform you that your hotel was selected in the 'Top Performer' category 
in the organisational effectiveness study. As you are aware this was phase one of a 
three phase research project into organisational effectiveness and managerial 
performance in the hospitality industry. As general manager, you are now eligible to 
participate in the next phase, which is to determine the nature of management and 
associated competences in effective hotels. This will involve a semi-structured 
interview with you, based on the critical incident research method. The interview will 
take approximately one hour, at a time and date to suit your schedule.
All information will be treated in strict confidence. I hope you will agree to particpate. 
I will contact you within two weeks to discuss the matter.
Yours sincerely.
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APPENDIX 10
HOTEL PERFORMANCE RESULTS BY GRADE AND RANK
The detailed breakdown of sample results and the results for each hotel category may 
be found below. The results are listed according to the overall rank of the hotel, with 
the highest scoring hotel getting the top rank. Hotels with identical scores were given 
the same rank. At the end of each category the values for each performance area are 
summed so that the area with the most effect (or importance) on overall score can be 
identified.
Survey Results Listed by Hotel Rank
Occ. Profit R m R c v  R m Profit F & B  Profit F d C o st B v g C o st ^ C o s t  ^ C o s t T otal RankRcfif G rade
146 B
149 B
138 B S ta r
139 A
101 B S ta r
189 B S ta r
143 B S ta r
38 A S ta r
172 B S ta r
174 A
143 B
127 B
89 B  S tar
183 B S ta r
168 A
132 A
180 A
183 B
186 B  S tar
104 A
161 A
18 A
43 A S ta r
8 A S ta r
204 B
137 B S ta r
137 B S ta r
129 A
41 A S ta r
136 B
147 B
163 B
136 B S ta r
141 B  S tar
206 B S ta r
167 B S ta r
108 A
133 A
133 B
133 B
134 B S ta r
194 B S ta r
202 B S ta r
148 B  S ta r
133 A
124 A
2 A S ta r
102 B
140 B
113 B
130 B
198 B
36 B S ta r
128 B  S tar
132 B S ta r
182 B  S tar
187 B  S tar
32 A
37 A
1 A S ta r
107 B
109 B
190 B
16 B S ta r
43 1
43 1
43 1
44 4
4 4 4
44 4
44 4
43 8
43 8
4 2 10
4 2 10
42 10
42 10
42 10
41 13
41 13
41 13
41 13
41 13
40 20
4 0 20
40 20
40 20
40 20
40 20
40 20
40 20
39 28
39 '2 8
39 28
39 28
39 28
39 28
39 28
39 28
39 28
38 37
38 37
3 8 37
38 37
38 37
3 8 37
38 37
3 8 37
3 7 43
3 7  ■ 43
3 7 43
3 7 43
37 43
37 43
37 43
37 43
37 43
37 43
3 7 43
3 7 43
37 43
36 38
36 38
36 38
36 38
36 38
36 38
36 38
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34 B Star 4 4 3 4
103 B S ta r 3 4 3 4
199 B S ta r 3 3 4 3
46 A 4 4 4 4
32 A S ta r 4 4 3 4
119 B 4 3 3 3
164 B 3 3 4 4
209 B 4 3 4 4
166 B 4 4 3 3
179 B 3 4 3 3
201 B 4 4 3 4
106 B 3 3 4 3
196 B 4 3 4 3
13 B S ta r 4 3 3 3
93 B S tar 3 4 6 4
116 B S ta r 3 4 6 4
144 B S ta r 4 4 3 3
33 A 4 4 4 4
181 A 3 4 3 4
47 A S ta r 4 4 4 4
111 B 3 4 3 2
163 B 3 4 4 3
178 B 3 4 3 3
12 B S ta r 4 3 4 4
4 B S ta r 4 4 3 4
193 B S ta r 4 4 3 3
169 B S tar 4 3 3 4
30 A 4 3 4 3
3 9 A 4 3 4 3
78 A 4 3 4 3
11 A  - 4 4 4 3
73 A 4 4 3 3
114 A 4 3 3 3
49 A S ta r 4 4 4 4
31 A S ta r 4 4 4 4
36 A S ta r 4 4 4 4
38 A S ta r 4 4 4 4
60 A S ta r 4 4 4 3
14 A S ta r 4 4 3 3
131 B 4 3 4 3
197 B 4 4 3 3
112 B 4 3 3 4
142 B 2 3 2 3
3 B S tar 3 3 4 3
4 4 B S tar 4 3 6 3
2 0 7 B S tar 3 3 4 3
22 B Star 4 4 4 3
43 B S ta r 4 4 4 3
173 B  Star 3 4 4 3
177 B S ta r 4 4 3 4
131 B Star 4 3 4 4
176 B S tar 4 3 3 3
26 A 4 4 4 4
2 4 A 4 4 4 3
34 A 4 4 4 3
28 A 4 4 4 3
68 A 4 4 3 3
173 A 3 2 2 3
33 A S ta r 4 • 4 4 4
39 A S ta r 4 4 4 4
138 B 3 4 4 3
162 B 3 4 4 2
188 B 3 4 4 3
122 B  S tar 3 3 4 3
9 B S ta r 4 4 4 3
10 B Star 4 4 3 3
134 B S ta r 3 4 3 4
110 B S ta r 3 3 4 4
33 A 4 6 4 3
21 A 4 4 4 3
123 A 2 4 3 2
37 A S ta r 4 4 4 4
96 B 3 4 3 3
171 B 3 4 3 3
203 B 3 3 4 3
6 B S ta r 4 3 4 3
84 B S ta r 4 3 3 3
3 B Star 3 3 3 3
7 B S ta r 4 4 4 3
13 B S ta r 3 4 3 3
203 B Star 3 4 3 3
92 B Star 3 3 3 4
4 4 4 3 36 38
3 4 4 3 36 38
4 3 4 4 36 38
4 4 3 4 33 68
3 4 3 4 33 68
4 3 4 3 33 63
4 3 4 3 33 63
3 3 4 4 33 68
4 3 4 4 33 68
4 3 4 4 33 68
4 4 3 4 33 63
4 3 3 4 33 68
4 4 3 4 33 68
4 4 3 3 33 68
3 4 4 1 33 68
4 3 2 4 33 68
4 3 3 4 33 68
3 4 3 4 3 4 82
4 4 4 3 3 4 82
4 3 3 3 34 82
3 3 3 6 3 4 82
4 4 3 4 34 82
4 4 3 3 3 4 82
4 4 3 2 3 4 82
4 4 4 1 3 4 82
4 4 3 4 34 82
4 3 4 4 3 4 82
4 4 3 2 33 92
3 4 3 3 33 92
4 4 3 3 33 92
4 4 4 2 33 92
4 3 3 3 33 92
4 4 3 3 33 92
3 4 3 4 33 92
3 4 3 4 33 92
4 3 3 3 33 92
2 3 3 3 33 92
4 4 3 3 33 92
3 3 3 4 33 92
3 3 4 3 33 92
3 3 4 3 33 92
4 3 4 2 33 92
3 3 4 3 33 92
4 4 4 2 33 92
3 4 2 2 33 92
3 3 4 4 33 92
4 4 2 4 33 92
4 4 4 2 33 92
3 3 4 4 33 92
4 3 3 4 33 92
2 4 4 3 33 92
4 4 4 4 33 92
4 4 2 2 32 117
4 4 3 2 32 117
4 4 2 3 3 2 117
3 3 4 3 3 2 117
3 4 3 4 3 2 117
3 4 4 3 3 2 117
4 4 2 3 3 2 117
3 4 3 3 3 2 117
4 4 3 4 32 117
3 3 3 2 32 117
4 4 3 3 32 117
4 3 2 3 32 117
4 4 4 1 32 117
4 4 3 1 32 117
3 4 2 3 32 117
4 3 1 3 32 117
3 4 3 2 31 133
4 4 2 2 31 133
3 4 3 4 31 133
3 3 3 3 31 133
3 4 3 4 31 133
4 3 3 4 31 133
4 3 4 4 31 133
4 4 2 1 31 133
3 3 2 2 31 133
3 3 4 2 31 133
3 4 3 2 31 133
3 3 2 3 31 133
3 3 4 4 31 133
4 3 2 2 31 133
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100 A 4 4 4 3
63 A 3 4 4 3
66 A 3 3 3 3
126 A 4 2 3 4
53 A S ta r 4 3 4 4
113 B 3 4 3 4
192 B 3 4 2 2
184 B 3 3 2 4
82 B S tar 4 3 4 2
88 B S ta r 4 3 3 4
17 B  S tar 4 4 4 3
23 B S ta r 4 4 6 4
91 B S ta r 4 4 4 3
83 B Star 4 4 3 3
123 B S tar 3 4 2 2
160 B S tar 4 4 3 2
117 B S tar 4 3 3 2
61 A 3 4 3 4
74 A 3 4 2 3
67 A 4 3 3 3
191 B 3 4 4 3
193 B 4 3 3 4
200 B 4 3 2 2
87 B  Star 2 4 4 3
80 A 4 3 4 3
77 A 3 3 3 3
42 A 4 1 4 4
103 B 2 4 3 2
208 B 2 4 3 2
139 B 4 3 3 2
118 B S tar 2 4 3 2
130 B S tar 3 3 4 4
79 A 4 4 3 3
99 B 3 4 4 2
83 B S tar 4 3 3 2
27 A 3 4 4 3
30 B  S tar 3 4 4 3
72 A 4 4 1 3
23 A 3 3 1 1
63 A 3 2 3 3
120 A 3 2 4 2
170 B 2 2 3 4
20 B S tar 3 4 1 3
69 A 4 3 3 3
40 A 2 1 3 2
90 B S tar 4 3 3 2
73 A 3 4 3 3
70 A 4 3 3 3
71 A 3 3 4 3
64 A 4 2 2 2
31 A 3 2 1 2
97 B 3 3 3 2
19 B S tar 4 3 1 3
76 A 3 3 1 2
62 A 2 1 2 2
29 B S ta r 4 4 4 1
81 A 3 3 3 2
86 B  S tar 1 1 1 2
121 A 2 1 2 2
48 A 3 1 3 3
94 A 2 1 2 3
93 B 1 3 2 1
98
Sum :
Rank:
B 1
780
4
1
843
1
1
794
2
1
720
8
3
3
3
34
34 4 2
34 
1 4
3 24 4 
3
34 2 2 
3 1 1
34 
3
34 4 2 
3
3 24 
3 2 
3 2 
3 
3
312 2 2 1 1 14 1 1 
3 2 1 1 
3 
31 12 1
779
3
3 4 2 3 30 147
3 4 3 3 30 147
4 4 1 4 30 147
2 3 4 3 30 147
3 3 3 2 30 147
3 3 4 3 30 147
3 3 4 3 30 147
4 3 3 4 30 147
3 4 2 4 30 147
3 3 3 2 30 147
4 3 2 2 30 147
1 4 3 3 30 147
4 3 2 2 30 147
3 3 3 2 30 147
3 4 4 6 30 147
4 4 3 2 30 147
3 2 3 6 30 147
4 3 3 2 29 164
3 3 1 3 29 164
4 3 3 2 29 164
3 3 ,3 4 29 164
3 3 4 3 29 164
4 4 3 4 29 164
3 2 4 6 29 164
3 4 1 3 28 171
4 4 3 2 28 171
4 4 1 2 28 171
4 4 1 3 28 171
4 4 3 3 28 171
3 3 4 2 28 171
4 3 3 3 28 171
3 2 3 4 23 171
3 4 2 1 2 7 179
4 3 2 2 27 179
3 3 3 2 27 179
4 2 1 1 26 182
2 2 2 3 26 182
2 3 4 2 23 184
3 4 3 4 23 184
3 4 2 3 23 184
2 2 2 3 23 184
4 4 2 1 23 184
3 4 2 2 23 184
3 4 1 2 24 190
4 4 3 3 24 190
3 4 2 1 24 190
2 3 1 2 23 193
2 4 1 2 23 193
2 4 1 2 23 193
3 4 1 4 23 193
2 3 3 3 23 193
3 3 1 . 4 23 193
3 4 1 1 23 193
3 4 1 2 22 200
3 4 2 4 22 200
3 3 1 1 22 200
2 4 1 2 21 203
4 3 3 1 21 203
2 1 3 4 20 203
2 2 1 2 18 206
1 2 4 1 17 207
3 3 1 1 17 2 07
4 4 1 0 14 209
768 7 86 661 743
6 3 9 7
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Grade A Star results listed by rank
F  & B Profit Fd Cost B vg Cost Emp Cost M kt Cost Total Rank
4  4  4  6 43 8
R eff Grade Occ. Profit R m R ev Rm  Profit
38 A S ta r 4 6 3 4 6
43 A S ta r 4 6 4 4 4
8 A S ta r 3 6 3 4 4
41 A S ta r 4 4 3 4 3
2 A S ta r 3 3 3 4 4
1 A S ta r 4 3 3 4 3
32 A S ta r 4 4 3 4 4
4 7 A S ta r 4 4 4 4 3
49 A S ta r 4 4 4 4 3
31 A S ta r 4 4 4 4 3
36 A S ta r 4 4 4 4 4
38 A S ta r 4 4 4 4 4
60 A S ta r 4 4 4 3 4
14 A S ta r 4 4 3 3 4
33 A S ta r 4 4 4 4 3
39 A S ta r 4 4 4 4 3
37 A S ta r 4 4 4 4 3
33 A S ta r 4 3 4 4 4
Sum; 74 79 79 70 70
Rank: 3 I 1 3 3
4 4  4  6 40 20
4  4  3 3 40 20
4  4  3 6 39 28
3 4  3 4  37  43
3 3  3 4  36  38
3 4  3 4  33 68
4  3 3 3 34  82
3 4  3 4  33 92
3 4  3 4 33 92
4  - 3 3 3 33 92
2  3 3 3 33 92
4 4  3 3 33 92
3 3 3 4 33 92
4  4  2  3 32  117
3 4  3 3 32  117
3 3 3 3 31 133
3 3 3 2 30  147
61 63 33 74
8 7  9 3
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Grade A results listed by rank
R eff 
139 
174 
168
132 
180 
104 
161 
18 
129 
108
133 
133 
124
32 
37  
46
33 
181
30
39
78 11
73 
114 
26  
24
34 
28  68 
173 
33 21 
123 100 
63 66 
126 
61
7 4  
67  
80 
77  
42
79 
27
72 
23
63 120
69
40
73
70
71
64
31 
76  
62 
81 121 
48 
94
G rade O c c Profit R m R ev Rm  Profit F  & B Profit F dC ost B vgC ost Emp Cost M kt Cost Total Rank
A 3 3 4 4 6 3 3 4 6 44 4
A 3 3 5 6 3 4 4 3 3 42 10
A 4 6 3 3 4 3 4 4 4 41 13
A 3 4 3 4 4 3 3 4 3 41 13
A 3 4 3 3 4 3 3 3 3 41 13
A 4 3 3 4 4 3 3 3 3 40 20
A 6 3 3 4 3 4 4 4 3 40 20
A 3 4 3 5 5 4 4 4 4 40 20
A 3 4 3 4 4 3 3 4 3 39 28
A 3 3 4 3 4 4 3 3 3 38 37
A 4 4 3 4 3 4 3 3 4 38 37
A 4 3 4 3 3 4 3 3 4 37 43
A 4 4 3 5 3 4 3 3 2 37 43
A 4 6 4 4 4 4 4 4 2 36 38
4 3 3 3 4 4 4 3 4 36 38
A 4 4 4 4 4 4 4 3 4 33 68
A 4 4 4 4 4 3 4 3 4 34 82
A 3 4 3 4 3 4 4 4 3 34 82
A 4 3 4 3 4 4 4 3 2 33 92
A 4 3 4 3 4 3 4 3 3 33 92
A 4 3 4 3 3 4 4 3 3 33 92
A 4 4 4 3 4 4 4 4 2 33 92
A 4 4 3 3 4 4 3 3 3 33 92
A 4 3 3 3 4 4 4 3 3 33 92
A 4 4 4 4 4 4 4 2 2 32 117
A 4 4 4 3 4 4 4 3 2 32 117
A 4 4 4 3 4 4 4 2 3 32 117
A 4 4 4 3 4 3 3 4 3 32 117
A 4 4 3 3 4 3 4 3 4 32 117
A 3 2 2 3 4 3 4 4 3 32 117
A 4 6 4 3 2 3 4 3 2 31 133
A 4 4 4 3 4 4 4 2 2 31 133
A 2 4 3 2 4 3 4 3 4 31 133
A  • 4 4 4 3 3 3 4 2 3 30
147
A 3 4 4 3 3 3 4 3 3 30
147
A 3 3 3 3 3 4 4 1 4 30
147
A 4 2 3 4 3 2 3 4 3 30
147
A 3 4 3 4 3 4 3 3 2 29
164
A 3 4 2 3 3 3 3 1 3 29 164
A 4 3 3 3 4 4 3 3 2 29
164
A 4 3 4 3 1 3 4 1 3 28 171
A 3 3 3 3 3 4 4 3 2 28
171
4 1 4 4 4 4 4 1 2 28 171
A 4 4 3 3 3 3 4 2 1 27 179
A 3 4 4 3 4 4 2 1 1 26
182
4 4 1 3 2 2 3 4 2 23 184
A 3 3 I 1 3 3 4 3 4 23
184
A 3 2 3 3 2 3 4 2 3 23
184
A 3 2 4 2 3 2 2 2 3 23
184
A 4 3 3 3 1 3 4 1 2 24
190
A 2 1 3 2 2 4 4 3 3 24 190
A 3 4 3 3 2 2 3 1 2 23
193
4 3 3 3 1 2 4 1 2 23 193
3 3 4 3 1 2 4 I 2 23 193
4 2 2 2 1 3 4 1 4 23 193
3 2 1 2 4 2 3 3 3 23 193
3 3 1 2 3 3 4 1 2 22 200
2 1 2 2 2 3 4 2 4 22 200
3 3 3 2 1 2 4 1 2 21 203
2 1 2 2 3 2 1 3 4 20 203
1 3 3 1 2 2 1 2 18 206
A
Sum :
Rank:
2
232
2
1
223
3
2
223
3
3
202
7
1
204
6
1
213
3
2
233
1
4
172
9
I
199
3
17 2 07
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Grade B Star results listed by rank
Reg- Grade Occ. Profit R m R ev Rm Profit F &
133 B  Star 6 6 3 3 3
101 B Star 4 6 3 6 3
189 B Star 3 6 4 3 4
143 B Star 4 3 3 6 3
172 B S ta r 4 3 3 6 3
89 B S ta r 3 6 6 4 4
183 B S ta r 4 3 3 4 3
186 B S ta r 4 3 3 6 3
137 B Star 4 3 4 4 4
137 B Star 3 4 3 4 3
156 B Star 4 6 3 4 4
141 B Star 3 3 4 3 3
206 B  Star 4 3 4 3 3
167 B  Star 4 3 3 4 6
134 B S ta r 4 3 4 4 3
194 B Star 4 3 4 4 3
202 B Star 4 3 3 3 3
148 B Star 4 4 3 4 3
36 B  Star 3 3 4 3 3
128 B Star 4 3 4 3 3
132 B  Star 4 5 4 3 3
182 B Star 3 3 4 3 3
187 B Star 4 3 3 4 4
16 B  Star 4 6 4 3 3
34 B Star 4 4 3 4 4
103 B Star 3 4 3 4 4
199 B S ta r 3 3 4 3 4
13 B  Star 4 5 3 3 4
93 B Star 3 4 6 4 4
116 B S ta r 3 4 6 4 3
144 B Star 4 4 3 3 3
12 B Star 4 3 4 4 4
4 B Star 4 4 3 4 4
193 B Star 4 4 3 3 3
169 B Star 4 3 3 4 3
3 B Star 3 3 4 3 4
44 B Star 4 3 6 3 4
20 7 B S tar 3 3 4 3 4
22 B Star 4 4 4 3 4
43 B Star 4 4 4 3 4
173 B S ta r 3 4 4 3 3
177 B S tar 4 4 3 4 4
131 B S tar 4 3 4 4 3
176 B S ta r 4 3 3 3 4
122 B S ta r 3 3 4 3 3
9 B S ta r 4 4 4 3 4
10 B Star 4 4 3 3 4
134 B Star 3 4 3 4 4
110 B S ta r 3 3 4 4 5
6 B Star 4 3 4 3 4
84 B Star 4 3 3 3 4
3 B  Star 3 3 3 3 3
7 B  Star 4 4 4 3 4
13 B S ta r 3 ■ 4 3 3 3
203 B  S tar 3 4 3 3 4
92 B Star 3 3 3 4 3
82 B Star 4 3 4 2 2
88 B  Star 4 3 3 4 3
17 B S ta r 4 4 4 3 4
23 B S ta r 4 4 6 4 1
91 B S ta r 4 4 4 3 4
83 B S tar 4 4 3 3 3
123 B S ta r 3 4 2 2 2
160 B Star 4 4 3 2 4
117 B Star 4 3 3 2 4
87 B S ta r 2 4 4 3 1
118 B S tar 2 4 3 2 4
130 B S ta r 3 3 4 4 2
83 B S ta r 4 3 3 2 2
30 B S ta r 3 4 4 3 3
20 B Star 3 4 1 3 3
90 B Star 4 3 3 2 2
19 B Star 4 3 1 3 1
29 B S ta r 4 4 4 1 1
86 B S ta r 1 1 1 2 3
Sum : 289 323 308 264 292
Rank; 4 1 2 7 3
FdC ost B vgC ost E m pC ost M ktC ost Total Rank
4 3 3 4 43 1
6 4 3 3 44 4
3 3 4 6 44 4
3 3 4 3 44 4
3 4 3 4 43 8
4 4 4 3 42 10
3 4 4 6 42 10
4 4 3 3 41 13
3 3 4 3 40 20
4 3 4 6 40 20
3 4 3 4 39 28
4 4 3 4 39 28
4 4 3 3 39 28
3 3 4 3 39 28
4 4 3 3 38 37
4 4 3 3 38 37
4 4 3 3 38 37
3 4 3 4 38 37
3 4 4 4 37 43
4 3 4 3 37 43
4 3 3 4 37 43
4 4 3 4 37 43
3 3 4 3 37 43
4 4 3 3 36 38
4 4 4 3 36 38
3 4 4 3 36 38
4 3 4 4 36 38
4 4 3 3 35 68
3 4 4 1 33 68
4 3 2 4 33 68
4 3 3 4 33 68
4 4 3 2 34 82
4 4 4 1 3 4 82
4 4 3 4 34 82
4 3 4 4 34 82
4 4 4 2 33 92
3 4 2 2 33 92
3 3 4 4 33 92
4 4 2 4 33 92
4 4 4 2 33 92
3 3 4 4 33 92
4 3 3 4 33 92
2 4 4 3 33 92
4 4 4 4 33 92
4 3 2 3 32 117
4 4 4 1 32 117
4 4 3 1 32 117
3 4 2 3 32 117
4 3 1 3 32 117
4 4 2 1 31 133
3 3 2 2 31 133
3 3 4 2 31 133
3 4 3 2 31 133
3 3 2 3 31 133
3 3 4 4 31 133
4 3 2 2 31 133
3 4 2 4 30 147
3 3 3 2 30 147
4 3 2 2 30 147
1 4 3 3 30 147
4 3 2 2 30 147
3 3 3 2 30 147
3 4 4 6 30 147
4 4 3 2 30 147
3 2 3 6 30 147
3 2 4 6 29 164
4 3 3 3 28 171
3 2 3 4 28 171
3 3 3 2 2 7 179
2 2 2 3 26 182
3 4 2 2 23 184
3 4 2 1 24 190
3 4 1 1 23 193
3 3 1 1 22 200
4 3 3 1 21 203
276 273 247 261
3 6 9 8
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Grade B results listed by rank
Re£f G rade Occ. Profit Rm  Rev Rm Profit F &
146 B  3 6  3 4 6
149 B 3 3 5 6 3
143 B 3 6 3 3 4
127 B 4  3 4  3 4
183 B 3 3 4  3 4
2 04  B  4  3 4  3 3
136 B  4  3 4  4  3
147 B 3 3 4  4  3
163 B 4  3 3 4  4
133 B 4  3 4  4  3
133 B 4  3 3 4 3
102 B 3 3 4  3 6
140 B  4  3 3 4  3
113 B  4 4  4  3 4
130 B 4 4 4  3 3
198 B 4  3 3 4  3
107 B 4 4  3 4  3
109 B 4  4 3 4  3
190 B 3 4  3 3 4
119 B 4  3 3 3 4
164 B 3 3 4  4 3
209 B 4 3 4  4  4
166 B 4  4  3 3 4
179 B  3 4  3 3 3
201 B 4  4  3 4  3
106 B  3 3 4  3 4
196 B , 4 3 4  3 4
111 B 3 4  3 2 3
163 B  3 4 4  3 3
178 B 3 4  3 3 3
131 B  4 3 4  3 4
197 B 4  4  3 3 4
112 B  4  3 3 4  4
142 B 2  3 2  3 4
138 B . 3 4  4  3 3
162 B 3 4  4  2 4
188 B 3 4  4  3 4
96 B  3 4  3 3 4
171 B  3 4  3 3 4
203 B 3 3 4  3 3
113 B  3 4  3 4 3
192 B  3 4  2  2  4
184 B  3 3 2  4 4
191 B 3 4  4  3 2
193 .9, 4  3 3 4 2
2 00  B  4  3 2  2 3
103 B 2  4  3 2 3
2 08  B  2  4  3 2 3
139 B  4  3 3 2  4
9 9  B  3 4  4  2  3
170 B 2  2  3 4 3
9 7  B  3 3 3 2 1
93 B  1 3  2 1 2
98  B  1 1 1  1 1
Sum : 183 2 18  184 184 213
R a n k  7  1 8 ^ 4
FdC ost Bvg Cost Emp Cost M kt Cost Total Rank
3 3 3 4 43 1
6 6 4 3 43 1
3 3 4 3 42 10
3 3 4 6 42 10
3 3 4 4 41 13
3 3 4 3 40 20
3 4 3 3 39 28
3 4 4 3 39 28
3 3 4 3 39 28
3 4 4 3 38 37
4 4 3 4 38 37
4 3 3 4 37 43
4 3 4 3 37 43
4 3 4 3 37 43
4 4 3 4 37 43
3 4 4 3 37 43
3 4 2 3 36 38
3 4 4 3 36 33
4 3 3 3 36 38
4 3 4 3 33 63
4 3 4 3 33 68
3 3 4 4 33 68
4 3 4 4 33 68
4 3 4 4 33 68
4 4 3 4 33 • 68
4 3 3 4 33 68
4 4 3 4 33 68
3 3 3 6 34 82
4 4 3 4 34 82
4 4 3 3 34 82
3 3 4 3 33 92
3 3 4 3 33 92
4 3 4 2 33 92
3 3 4 3 33 92
4 4 3 4 32 117
3 3 3 2 32 117
4 4 3 3 32 117
3 4 3 4 31 133
4 3 3 4 31 133
4 3 4 4 31 133
3 3 4 3 30 147
3 3 4 3 30 147
4 3 3 4 30 147
3 3 3 4 29 164
3 3 4 3 29 164
4 4 3 4 29 164
4 4 1 3 28 171
4 4 3 3 28 171
3 3 4 2 28 171
4 3 2 2 27 179
4 4 2 1 23 184
3 3 1 4 23 193
3 3 1 1 17 207
4 4 1 0 14 209
216 213 187 209
2 3 6 3
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Reg- Grade Occ. Profit R raR ev Rm  Profit
146 B 3 6 3 4
149 B 3 3 3 6
138 B S ta r 6 6 3 3
139 A 3 3 4 4
101 B S tar 4 6 3 6
189 B S tar 3 6 3
143 B Star 4 3 3 6
38 A  S tar 4 6 3 4
172 B S tar 4 3 3 6
174 A 3 5 3 6
143 B 3 6 3
127
89
B
B S tar
4
3
3
6
4 3
4
183 B S ta r 4 3 3 4
163 A 4 6 3
132 A 3 4 3 4
180 A 3 4 3 3
183 B 3 5 4 3
186 B S tar 4 3 6
104 A 4 3 3 4
161 A 6 3 3 4
18 A 3 4 3 3
43 A  Star 4 6 4 4
8 A  Star 3 6 3 4
204 B 4 3 4 3
137 B  S tar 4 3 4 4
137 B S tar 3 4 3 4
129 A 3 4 3 4
41 A  S tar 4 4 3 4
136 B 4 3 4 4
147 B 3 3 4 4
163 B 4 3 3 4
136 B S ta r 4 6 3 4
141 B S ta r 3 3 4 3
2 06
167
B S ta r  
B S tar
4
4
3
3
4 3
4
108 A 3 3 4 3
133 A 4 4 3 4
133 B 4 3 4 4
133 B 4 3 3 4
134 B S tar 4 3 4 4
194
2 02
B S tar 
B S tar
4
4
3
3
4 4
3
148 B S tar 4 4 3 4
133 A 4 3 4 3
124 A 4 4 3 3
2 A  S tar 3 3 3 4
102 B 3 3 4 3
140 B 4 3 3 4
113 B 4 4 4 3
130
198
B
B
4
4
4
3
4 3
4
36 B S tar 3 3 4 3
128 B S tar 4 3 4 3
132 B S tar 4 3 4 3
182 B S tar 3 3 4 3
187 B S tar
Sum ;
R a n k
4
243
6
3
281
1
3
233
4
4
242
8
F & B P r o S t
6
2672
Fd Cost B vgC ost Emp Cost M ktC ost Total Rank
3 3 3 4 43 1
6 6 4 3 43 1
4 3 3 4 43 1
3 5 4 6 44 4
6 4 3 3 44 4
3 3 4 6 44 4
3 3 4 3 44 4
4 4 4 6 43 8
3 4 3 4 43 8
4 4 3 3 42 10
3 3 4 3 42 10
3 3 4 6 42 10
4 4 4 3 42 10
3 4 4 6 42 10
3 4 4 4 41 13
3 3 4 3 41 13
3 3 3 3 41 13
3 3 4 4 41 13
4 4 3 3 41 13
3 3 3 3 40 20
4 4 4 3 40 20
4 4 4 4 40 20
4 4 4 6 40 20
4 4 3 3 40 20
3 3 4 3 40 20
3 3 4 3 40 20
4 3 4 6 40 20
3 3 4 3 39 28
4 4 3 6 39 28
3 4 3 3 39 28
3 4 4 3 39 28
3 3 4 3 39 28
3 4 3 4 39 28
4 4 3 4 39 28
4 4 3 3 39 28
3 3 4 3 39 28
4 3 3 3 38 37
4 3 3 4 38 37
3 4 4 3 38 37
4 4 3 4 38 37
4 4 3 3 38 37
4 4 3 3 38 37
4 4 3 3 38 3 7
3 4 3 4 38 37
4 3 3 4 37 43
4 3 3 2 37 43
3 4 3 4 37 43
4 3 3 4 37 43
4 3 4 3 37 43
4 3 4 3 3 7 43
4 4 3 4 3 7  ■ 43
3 4 4 3 3 7 43
3 4 4 4 3 7 43
4 3 4 3 3 7 43
4 3 3 4 37 43
4 4 3 4 37 43
3 3 4 3 37 43
247 243 226 266
3 6 9 3
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Hotels Scoring below 37 listed by rank
Reg- Grade Occ. Profit R m R ev Rm Profit F  & B Profit F dC ost
32 A 4 6 4 4 4 4
37 A 4 3 3 3 4 4
1 A S tar 4 3 3 4 3 3
107 B 4 4 3 4 3 5
109 B 4 4 3 4 3 3
190 B 3 4 3 3 4 4
16 B Star 4 6 4 3 3 4
34 B Star 4 4 3 4 4 4
103 B S tar 3 4 3 4 4 3
199 B S ta r 3 3 4 3 4 4
46 A 4 4 4 4 4 4
32 A S tar 4 4 3 4 4 3
119 B 4 3 3 3 4 4
164 B 3 3 4 4 3 4
209 B 4 3 4 4 4 3
166 B 4 4 3 3 4 4
179 B 3 4 3 3 3 4
201 B 4 4 3 4 3 4
106 B 3 3 4 3 "4 4
196 B 4 3 4 3 4 4
13 B S tar 4 3 3 3 4 4
93 B S tar 3 4 6 4 4 3
116 B S ta r 3 4 6 4 3 4
144 B S ta r 4 4 3 3 3 4
33 A 4 4 4 4 4 3
181 A 3 4 3 4 3 4
47 A  S tar 4 4 4 4 3 4
111 B 3 4 3 2 3 3
163 B 3 4 4 3 3 4
178 B 3 4 3 3 3 4
12 B S ta r 4 3 4 4 4 4
4 B S tar 4 4 3 4 4 4
193 B S ta r 4 4 3 3 3 4
169 B S tar 4 3 3 4 3 4
30 A 4 3 4 3 4 4
39 A 4 3 4 3 4 3
78 A 4 3 4 3 3 4
11 A 4 4 4 3 4 4
73 A 4 4 3 3 4 4
114 A 4 3 3 3 4 4
49 A  S tar 4 4 4 4 3 3
31 A  S tar 4 4 4 4 3 3
36 A  S tar 4 4 4 4 4 4
38 A  S tar 4 4 4 4 4 2
60 A  S tar 4 4 4 3 4 4
14 A  S tar 4 4 3 3 4 3
131 B 4 3 4 3 4 3
197 B 4 4 3 3 4 3
112 B 4 3 3 4 4 4
142 B 2 3 2 3 4 3
3 B  Star 3 3 4 3 4 4
44 B S ta r 4 3 6 3 4 3
207 B S ta r 3 3 4 3 4 3
22 B Star 4 4 4 3 4 4
43 B S ta r 4 4 4 3 4 4
173 B S ta r 3 4 4 3 3 3
177 B S tar 4 4 3 4 4 4
131 B S tar 4 3 4 4 3 2
176 B S tar 4 3 3 3 4 4
26 A 4 4 4 4 4 4
24 A 4 4 4 3 4 4
34 A 4 4 4 3 4 4
28 A 4 4 4 3 4 3
68 A 4 4 3 3 4 3
173 A 3 2 2 3 4 3
33 A  S tar 4 4 4 4 3 4
39 A  S tar 4 4 4 4 3 3
138 B 3 4 4 3 3 4
162 B 3 4 4 2 4 ' 3
188 B 3 4 4 3 4 4
122 B Star 3 3 4 3 3 4
9 B S ta r 4 4 4 3 4 4
10 B Star 4 4 3 3 4 4
134 B S ta r 3 4 3 4 4 3
110 B  S tar 3 3 4 4 3 4
33 A 4 6 4 3 2 3
21 A 4 4 4 3 4 4
123 A 2 4 3 2 4 3
Emp Cost M kt Cost Total Rank
4 2 36 38
3 4 36 38
3 4 36 38
2 3 36 38
4 3 36 38
3 3 36 38
3 3 36 38
4 3 36 38
4 3 36 38
4 i 36 38
3 4 33 68
3 4 33 68
4 3 33 68
4 3 33 68
4 4 33 63
4 4 33 68
4 4 33 68
3 4 33 68
3 4 33 68
3 4 33 68
3 3 33 68
4 1 33 68
2 4 33 68
3 4 33 68
3 4 34 82
4 3 3 4 82
3 3 34 82
3 6 34 82
3 4 34 82
3 3 34 82
3 2 34 82
4 1 34 82
3 4 34 82
4 4 34 82
3 2 33 92
3 3 33 92
3 3 33 92
4 2 33 92
3 3 33 92
3 3 33 92
3 4 33 92
3 4 33 92
3 3 33 92
3 3 33 92
3 3 33 92
3 4 33 92
4 3 33 92
4 3 33 92
4 2 33 92
4 3 33 92
4 2 33 92
2 2 33 92
4 4 33 92
2 4 33 92
4 2 33 92
4 4 33 92
3 4 33 92
4 3 33 92
4 4 33 92
2 2 32 117
3 2 32 117
2 3 32 117
4 3 32 117
3 4 32 117
4 3 32 117
2 3 32 117
3 3 32 117
3 4 32 117
3 2 32 117
3 3 32 117
2 3 32 117
4 1 32 117
3 1 32 117
2 3 32 117
1 3 32 117
3 2 31 133
2 2 31 133
3 4 31 133
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37 A  Star 4 4 4 4 3
96 B 3 4 3 3 4
171 B 3 4 3 3 4
203 B 3 3 4 3 3
6 B Star 4 3 4 3 4
84 B S ta r 4 3 3 3 4
3 B Star 3 3 3 3 3
7 B Star 4 4 4 3 4
13 B Star 3 4 3 3 3
203 B Star 3 4 3 3 4
92 B S ta r 3 3 3 4 3
100 A 4 4 4 3 3
63 A 3 4 4 3 3
66 A 3 3 3 3 3
126 A 4 2 3 4 3
33 A  Star 4 3 4 4 4
113 B 3 4 3 4 3
192 B 3 4 2 2 4
184 B 3 3 2 4 4
82 B Star 4 3 4 2 2
83 B S ta r 4 3 3 4 3
17 B S ta r 4 4 4 3 4
23 B Star 4 4 6 4 1
91 B Star 4 4 4 3 4
83 B Star 4 4 3 3 3
123 B  Star 3 4 2 2 2
160 B S ta r 4 4 3 2 4
117 B S ta r 4 3 3 2 4
61 A 3 4 3 4 3
74 A 3 4 2 3 3
67 A 4 3 3 3 4
191 B 3 4 4 3 2
193 B 4 3 3 4 2
200 B 4 3 2 2 3
87 B Star 2 4 4 3 1
80 A 4 3 4 3 1
7 7 A 3 3 3 3 3
42 A 4 1 4 4 4 .
103 B 2 4 3 2 3
2 08 B 2 4 3 2 3
139 B 4 3 3 2 4
118 B Star 2 4 3 2 4
130 B Star 3 3 4 4 2
79 A 4 4 3 3 3
99 B 3 4 4 2 3
83 B Star 4 3 3 2 2
2 7 A 3 4 4 3 4
30 B S ta r 3 4 4 3 3
72 A 4 4 1 3 2
23 A 3 3 1 I 3
63 A 3 2 3 3 2
120 A 3 2 4 2 3
170 B 2 2 3 4 3
20 B  S tar 3 4 1 3 3
69 A 4 3 3 3 1
40 A 2 1 3 2 2
90 B Star 4 3 3 2 2
73 A 3 4 3 3 2
70 A 4 3 3 3 1
71 A 3 3 4 3 1
64 A 4 2 2 2 1
31 A 3 2 1 2 4
97 B 3 3 3 2 I
19 B S ta r 4 3 1 3 1
76 A 3 3 1 2 3
62 A 2 1 2 2 2
29 B  Star 4 4 4 I I
81 A 3 3 3 2 1
86 B Star 1 1 1 2 3
121 A 2 1 2 2 3
48 A 3 1 3 3 1
94 A 2 1 2 3 I
93 B 1 3 2 1 2
98 B 1 1 1 1 1
Sum : 337 364 341 478 312
R a n k 4 1 3 7 6
3 3 3 3 31 133
3 4 3 4 31 133
4 3 3 4 31 133
4 3 4 4 31 133
4 4 2 1 31 133
3 3 2 2 31 133
3 3 4 2 31 133
3 4 3 2 31 133
3 3 2 3 31 133
3 3 4 4 31 133
4 3 2 2 31 133
3 4 2 3 30 147
3 4 3 3 30 147
4 4 1 4 30 147
2 3 4 5 30 147
3 3 3 2 30 147
3 3 4 3 30 147
3 3 4 3 30 147
4 3 3 4 30 147
3 4 2 4 30 147
3 3 3 2 30 147
4 3 2 2 30 147
1 4 3 3 30 147
4 3 2 2 30 147
3 3 3 2 30 147
3 4 4 6 30 147
4 4 3 2 30 147
3 2 3 6 30 147
4 3 3 2 29 164
3 3 1 5 29 164
4 3 3 2 29 164
3 3 3 4 29 164
3 3 4 3 29 164
4 4 3 4 29 164
3 2 4 6 29 164
3 4 1 3 28 171
4 4 3 2 28 171
4 4 1 2 28 171
4 4 1 3 28 171
4 4 3 3 28 171
3 3 4 2 28 171
4 3 3 3 28 171
3 2 3 4 28 171
3 4 2 1 27 179
4 3 2 2 27 179
3 3 3 2 2 7 179
4 2 1 1 26 182
2 2 2 3 26 182
2 3 4 2 23 184
3 4 3 4 25 184
3 4 2 3 23 184
2 2 2 3 23 184
4 4 2 1 23 184
3 4 2 2 23 184
3 4 1 2 24 190
4 4 3 3 24 190
3 4 2 1 24 190
2 3 1 2 23 193
2 4 1 2 23 193
2 4 1 2 23 193
3 4 1 4 23 193
2 3 3 3 23 193
3 3 1 4 23 193
3 4 I 1 23 193
3 4 1 2 22 200
3 4 2 4 22 200
3 3 1 1 22 200
2 4 1 2 21 203
4 3 3 1 21 203
2 1 3 4 20 203
2 2 1 2 18 2 06
1 2 4 1 17 2 07
3 3 1 1 17 2 07
4 4 1 0 14 209
321 343 433 477
3 2 9 8
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R eff Grade Occ. Profit R m R ev Rm Profit F & B Profit FdC ost B vgC ost Emp
100 A 4 4 4 3 3 3 4 2
63 A 3 4 4 3 3 3 4 3
66 A 3 3 3 3 3 4 4 1
126 A 4 2 3 4 3 2 3 4
33 A  Star 4 3 4 4 4 3 3 3
113 B 3 4 3 4 3 3 3 4
192 B 3 4 2 2 4 3 3 4
184 B 3 3 2 4 4 4 3 3
82 B S ta r 4 3 4 2 2 3 4 2
88 B S tar 4 3 3 4 3 3 3 3
17 B S tar 4 4 4 3 4 4 3 2
23 B S ta r 4 4 6 4 1 1 4 3
91 B S tar 4 4 4 3 4 4 3 2
83 B S ta r 4 4 3 3 3 3 3 3
123 B S tar 3 4 2 2 2 3 4 4
160 B S tar 4 4 3 2 4 4 4 3
117 B Star 4 3 3 2 4 3 2 3
61 A 3 4 3 4 3 4 3 3
7 4 A 3 4 2 3 3 3 3 1
6 7 A 4 3 3 3 4 4 3 3
191 B 3 4 4 3 2 3 3 3
193 B 4 3 3 4 2 3 3 4
2 00 B 4 3 2 2 3 4 4 3
87 B Star 2 4 4 3 1 . 3 2 4
80 A 4 3 4 3 1 3 4 1
77 A  , 3 3 3 3 3 4 4 3
42 A 4 1 4 4 4 4 4 1
103 B 2 4 3 2 3 4 4 1
2 08 B 2 4 3 2 3 4 4 3
139 B 4 3 3 2 4 3 3 4
118 B Star 2 4 3 2 4 4 3 3
130 B S tar 3 3 4 4 2 3 2 3
79 A 4 4 3 3 3 3 4 2
99 B . 3 4 4 2 3 4 3 2
83 B S tar 4 3 3 2 2 3 3 3
2 7 A 3 4 4 3 4 4 2 1
30 B S ta r 3 4 4 3 3 2 2 2
72 A 4 4 1 3 2 2 3 4
23 A 3 3 1 1 3 3 4 3
63 A 3 2 3 3 2 3 4 2
120 A 3 2 4 2 3 2 2 2
170 B 2 2 3 4 3 4 4 2
20 B S tar 3 4 1 3 3 3 4 2
69 A 4 3 3 3 1 3 4 ■ 1
40 A 2 1 3 2 2 4 4 3
90 B S ta r 4 3 3 2 2 3 4 2
73 A 3 4 3 3 2 2 3 1
70 A 4 3 3 3 1 2 4 1
71 A 3 3 4 3 1 2 4 1
6 4 A 4 2 2 2 1 3 4 1
31 A 3 2 1 2 4 2 3 3
9 7 B 3 3 3 2 1 3 3 1
19 B  S tar 4 3 1 '3 1 3 4 1
76 A 3 3 1 2 3 3 4 1
62 A 2 1 2 2 2 4 2
2 9 B S tar 4 4 4 1 1 3 1
81 A 3 3 3 2 1 2 4 1
86 B S tar 1 1 1 2 3 4 3 3
121 A 2 1 2 2 3 2 1 3
48 A 3 1 3 3 1 2 2 1
9 4 A 2 1 2 3 1 1 2 4
93 B 1 3 2 1 2 3 3 1
98 B 1 1 1 1 1 4 4 1
Sum : 243 281 233 242 267 2 47 243 226
R a n k 6 1 4 8 2 3 6 9
M kt Cost Total Rank
3 30 147
3 30 147
4 30 147
3 30 147
2 30 147
3 30 147
3 30 147
4 30 147
4 30 147
2 30 147
2 30 147
3 30 147
2 30 147
2 30 147
6 30 147
2 30 147
6 30 147
2 29 164
3 29 164
2 29 164
4 29 164
3 29 164
4 29 164
6 29 164
3 28 171
2 28 171
2 2 8 171
3 28 171
3 28 171
2 28 171
3 28 171
4 28 171
1 27 179
2 27 179
2 2 7 179
1 26 182
3 26 182
2 23 184
4 23 184
3 23 184
3 23 184
1 23 184
2 23 184
2 24 190
3 24 190
1 24 190
2 23 193
2 23 193
2 23 193
4 23 193
3 23 193
4 23 193
1 23 193
2 22 200
4 22 200
1 22 200
2 21 203
1 21 203
4 20 203
2 18 206
1 17 207
1 17 207
0
266
14 209
Page 445
Hotels Scoring above 3 in the profit performance area, listed by rank
R eff Grade Occ. Profit Rm Rev R
146 B 3 6 3 4
149 B 3 3 3 6
138 B Star 6 6 3 3
159 A 3 3 4 4
101 B Star 4 6 3 6
189 B Star 3 6 4 3
143 B Star 4 3 3 6
38 A  Star 4 6 3 4
172 B S ta r 4 3 3 6
174 A 3 3 3 6
143 B 3 6 3 3
127 B 4 3 4 3
89 B Star 3 6 6 4
183 B Star 4 3 3 4
168 A 4 6 3 3
132 A 3 4 3 4
180 A 3 4 3 3
183 B 3 5 4 3
186 B Star 4 3 3 6
104 A 4 3 3 4
161 A 6 3 3 4
18 A 3 4 3 3
43 A  Star 4 6 4 4
8 A  Star 3 6 3 4
2 04 B 4 3 4 3
137 B Star 4 3 4 4
137 B Star 3 4 3 4
129
41
A
A  Star
3
4
4 3
3
4
4
136 B 4 3 4 4
147 B 3 4 4
163
136
B
B Star
4
4
3 3
3
4
4
141 B Star 3 3 4 3
2 06 B Star 4 3 4 3
108
133
A
A
3
4
3 4
3
3
4
133 B 4 3 4 4
133 B 4 3 3 4
134 B Star 4 3 4 4
194 B S ta r 4 3 4 4
202 B Star 4 3 3 3
148 B Star 4 4 3 4
133 A 4 3 4 3
124 A 4 4 3 3
2 A  Star 3 3 3 4
102 B 3 3 4 3
140 B 4 3 3 4
113 B 4 4 4 3
130 B 4 4 4 3
36 B Star 3 3 4 3
128 B Star 4 3 4 3
132 B Star 4 3 4 3
182 B Star 3 3 4 3
187
32
B Star 
A
4
4
3 3
4
4
4
3 7 A 4 3 3 3
1 A  Star 4 3 3 4
107 B 4 4 3 4
109 B 4 4 3 4
190
16
B
B Star
3
4
4 3
4
3
3
34 B Star 4 4 3 4
103 B  Star 3 4 3 4
46 A 4 4 4 4
32 A  Star 4 4 3 4
119 B 4 3 3 3
164 B 3 3 4 4
209 B 4 3 4 4
166 B 4 4 3 3
179 B 3 4 3 3
201 B 4 4 3 4
13 B S ta r 4 3 3 3
93 B S ta r 3 4 6 4
116 B Star 3 4 6 4
144 B Star 4 4 3 3
33 A 4 4 4 4
181 A 3 4 3 4
Fd Cost B vgC ost Emp Cost M kt Cost Total Rank
3 3 3 4 43 1
6 6 4 3 43 1
4 3 3 4 43 1
3 3 4 6 44 4
6 4 3 3 44 4
3 3 4 6 44 4
3 3 4 3 44 4
4 4 4 6 43 8
3 4 3 4 43 8
4 4 3 3 42 10
3 3 4 3 42 10
3 3 4 6 42 10
4 4 4 3 42 10
3 4 4 6 42 10
3 4 4 4 41 13
3 3 4 3 41 13
5 3 3 3 41 13
5 3 4 4 41 13
4 4 3 3 41 13
3 3 3 3 40 20
4 4 4 3 40 20
4 4 4 4 40 20
4 4 4 6 40 20
4 4 3 3 40 20
3 3 4 3 40 20
3 3 4 3 40 20
4 3 4 6 40 20
3 3 4 3 39 28
4 4 3 6 39 28
3 4 3 3 39 28
3 4 4 3 39 28
3 3 4 3 39 28
3 4 3 4 39 28
4 4 3 4 39 28
4 4 3 3 39 28
4 3 3 3 38 37
4 3 3 4 38 37
3 4 4 3 38 37
4 4 3 4 38 37
4 4 3 3 38 37
4 4 3 3 38 37
4 4 3 3 38 37
3 4 3 4 38 37
4 3 3 4 37 43
4 3 3 2 37 43
3 4 3 4 37 43
4 3 3 4 37 43
4 3 4 3 37 43
4 3 4 3 37 43
4 4 3 4 37 43
3 4 4 4 37 43
4 3 4 3 37 43
4 3 3 4 37 43
4 4 3 4 37 43
3 3 4 3 37 43
4 4 4 2 36 38
4 4 3 4 36 38
3 3 3 . 4 36 38
3 4 2 3 36 38
3 4 4 3 36 38
4 3 3 3 36 38
4 4 3 3 36 38
4 4 4 3 36 38
3 4 4 3 36 38
4 4 3 4 33 68
3 4 3 4 33 68
4 3 4 3 33 68
4 3 4 3 33 68
3 3 4 4 33 68
4 3 4 4 33 68
4 3 4 4 33 68
4 4 3 4 33 68
4 4 3 3 33 68
3 4 4 1 33 68
4 3 2 4 33 68
4 3 3 4 33 68
3 4 3 4 34 82
4 4 4 3 34 82
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47 A  Star 
B
4
3
4
4
4
3
4
2
163 B 3 4 4 3
178 B 3 4 3 3
12 B S ta r 4 3 4 4
4 B Star 4 4 3 4
193 B Star 4 4 3 3
30 A 4 3 4 3
39 A 4 3 4 3
78 A 4 3 4 3
11 A 4 4 4 3
75 A 4 4 3 3
49 A Star 4 4 4 4
31 A  Star 4 4 4 4
36 A  Star 4 4 4 4
38 A  Star 4 4 4 4
60 A  Star 4 4 4 3
14 A  Star 4 4 3 3
131 B 4 3 4 3
197 B 4 4 3 3
3 B Star 3 3 4 3
44 B Star 4 3 6 3
2 07 B Star 3 3 4 3
22 B Star 4 4 4 3
43 B Star 4 4 4 3
173 B Star 3 4 4 3
177 B Star 4 4 3 4
26 A 4 4 4 4
2 4 A 4 4 4 3
34 A 4 4 4 3
28 A 4 4 4 3
68 À 4 4 3 3
33 A  Star 4 4 4 4
39 A  S tar 4 4 4 4
138 B 3 4 4 3
162 B 3 4 4 2
188 B 3 4 4 3
122 B Star 3 3 4 3
9 B Star 4 4 4 3
10 B S ta r 4 4 3 3
134 B Star 3 4 3 4
33 A 4 6 4 3
21 A 4 4 4 3
123 A 2 4 3 2
37 A Star 4 4 4 4
96 B 3 4 3 3
171 B 3 4 3 3
6 B Star 4 3 4 3
84 B Star 4 3 3 3
3 B Star 3 3 3 3
7 B S ta r 4 4 4 3
13 B Star 3 4 3 3
203 B Star 3 4 3 3
100 A 4 4 4 3
63 A 3 4 4 3
113 B 3 4 3 4
192 B 3 4 2 2
82 B Star 4 3 4 2
88 B Star 4 3 3 4
17 B Star 4 4 4 3
23 B Star 4 4 6 4
91 B S ta r 4 4 4 3
83 B Star 4 4 3 3
123 B Star 3 4 2 2
160 B S ta r 4 4 3 2
61 A 3 4 3 4
74 A 3 4 2 3
191 B 3 4 4 3
87 B Star 2 4 4 3
103 B 2 4 3 2
208 B 2 4 3 2
118 B S ta r 2 4 3 2
79 A 4 4 3 3
99 B 3 4 4 2
27 A 3 4 4 3
30 B Star 3 4 4 3
72 A 4 4 1 3
20 B Star 3 4 1 3
73 A 3 4 3 3
19 B Star 4 3 1 3
29 B Star 4 4 4 1
Sum:
Rank:
616
4
7181
6452
373
3 4 3 3 3 34 82
3 3 3 3 6 34 82
3 4 4 3 4 34 82
3 4 4 3 3 34 82
4 4 4 3 2 34 82
4 4 4 4 1 34 82
3 4 4 3 4 34 82
4 4 4 3 2 33 92
4 3 4 3 3 33 92
3 4 , 4 3 3 33 92
4 4 4 4 2 33 92
4 4 3 3 3 33 92
3 3 4 3 4 33 92
3 3 4 3 4 33 92
4 4 3 3 3 33 92
4 2 3 3 3 33 92
4 4 4 3 3 33 92
4 3 3 3 4 33 92
4 3 3 4 3 33 92
4 3 3 4 3 33 92
4 4 4 4 2 33 92
4 3 - 4 2 2 33 92
4 3 3 4 4 33 92
4 4 4 2 4 33 92
4 4 4 4 2 33 92
3 3 3 4 4 33 92
4 4 3 3 4 33 92
4 4 4 2 2 32 117
4 4 4 3 2 32 117
4 4 4 2 3 32 117
4 3 3 4 3 32 117
4 3 4 3 4 32 117
3 4 4 2 3 32 117
3 3 4 3 3 32 117
3 4 4 3 4 32 117
4 3 3 3 2 32 117
4 4 4 3 3 32 117
3 4 3 2 3 32 117
4 4 4 4 1 32 117
4 4 4 3 1 32 117
4 3 4 2 3 32 117
2 3 4 3 2 31 133
4 4 4 2 2 31 133
4 3 4 3 4 31 133
3 3 3 3 3 31 133
4 3 4 3 4 31 133
4 4 3 3 4 31 133
4 4 4 2 1 31 133
4 3 3 2 2 31 133
3 3 3 4 2 31 133
4 3 4 3 2 31 133
3 3 3 2 3 31 133
4 3 3 4 4 31 133
3 3 4 2 3 30 147
3 3 4 3 3 30 147
3 3 3 4 3 30 147
4 3 3 4 3 30 147
2 3 4 2 4 30 147
3 3 3 3 2 30 147
4 4 3 2 2 30 147
1 1 4 3 3 30 147
4 4 3 2 2 30 147
3 3 3 3 2 30 147
2 3 4 4 6 30 147
4 4 4 3 2 30 147
3 4 3 3 2 29 164
3 3 3 1 3 29 164
2 3 3 3 4 29 164
1 3 2 4 6 29 164
3 4 4 1 3 28 171
3 4 4 3 3 28 171
4 4 3 3 3 28 171
3 3 4 2 1 27 179
3 4 3 2 2 27 179
4 4 2 1 1 26 182
3 2 2 2 3 26 182
2 2 3 4 2 23 184
3 3 4 2 2 23 184
2 2 3 1 2 23 193
1 3 4 1 1 23 193
1 3 3 1 1 22 200
633 601 609 327 384
3 6 3 9 7
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Hotels with profit score above 3
TotalOcc. Profit R m R ev Rm  Profit F & B Profit F d C o st B vgC ost Emp Cost M ktC ost
Occ. 1.00
Profit 0.30 1.00
Rm  Rev 0 J 9 0.23 1.00
Rm  Profit 0.33 0.30 0.42 1.00
F & B Profit 0.13 0 3 2 0.19 0.30 1.00
F d C o st 0.10 0 3 1 0.18 0 3 3 0.31 1.00
B v g C o st 0.27 0.23 0.18 0.26 0.30 0.49 1.00
Em p Cost 0.13 0 3 7 0.13 0.33 0 3 7 0 3 4 0.19 1.00
M kt Cost 0.16 0.22 0.07 0.33 0.31 0.23 0 3 1 0.40 1.00
T otal 0.49 0.37 0.31 0.69 0.63 0.62 0.33 0.62 0.63
R ank Totals 9 6 8 1 2 4 7 3 3
1.00
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B elow  are listed the results from the Minitab' statistical package. In the first example Occ. is the 
variable in question. Listed under the word Occ are the possible values it may have, i.e. Occ. may 
take values from 1 to 6 in this case. To the right o f  Occ. is the word COUNT. In this column the 
number o f  time the variable occurs is counted, i.e. Occ. (Occupancy) occurs 3 time with a value o f  
1 (3 hotels scored 1 under the operational performance statistic Occ.). PERCENT is simply the 
percentage o f  the total that the count represents. (Since in this category there are 100 hotels the 
count and percent are the same.) CUMCNT stands for cumulative count, e.g. the second value 
under cumcnt was obtained by adding the second and first values under COUNT. CUMPCT is the 
percentage value that CUMCNT represents. Using the results below, the performance breakdown 
was established.
T allie s  fo r  en tire  sam ple
Occ.
1
2
3
4
5
6 
N”
Rm Rev 
1 
2
3
4
5
6
F & B Pr 
1 
2
3
4
5
6 
N-
Bvg Cost 
1 
2
3
4
5
6 
N-
Mkt Cost 
0 
1 
2
3
4
5
6 
N-
COUNT PERCENT CUMCNT
3
11
52
118
23
2
209
1.44
5.26
24.88
56.46
11.00
0.96
3 
14 
66 
184 
207 
209
COUNT PERCENT CUMCNT
8
12
51
86
47
5
209
3.83 
5.74 
24.40 
41.15 
22.4 9 
2.39
20
71
157
204
209
COUNT PERCENT CUMCNT
14
14
42
89
45
5
209
6.70
6.70 
2 0 . 1 0  
42.58 
21.53
2.39
14
28
70
159
204
209
COUNT PERCENT CUMCNT
1
8
61
110
28
1
209
0.48
3.83
29.19
52.63
13.40
0.48
1 
9 
70 
180 
208 
209
COUNT PERCENT CUMCNT
1
14
40
36
61
45
12
209
0.48
6.70
19.14
17.22
29.19
21.53
5.74
1
15
55
91
152
197
209
CUMPCT Profit COUNT PERCENT CUMCNT CUMPCT
1.44 ■ 1 8 3.83 8 3.83
6.70 2 7 3.35 15 7.18
31.58 3 35 16.75 50 23.92
88.04 4 91 43.54 141 67.46
99.04 5 54 25.84 195 93.30
100.00 6
N—
14
209
6.70 209 100.00
CUMPCT Eto Profi COUNT PERCENT CUMCNT CUMPCT
3.83 1 4 1.91 4 1.91
9.57 2 26 12.44 30 14.35
33.97 3 82 39.23 112 53.59
75.12 4 73 34.93 185 88.52
97.61 5 18 8.61 203 97.13
100.00 6
N—
6
209
2.87 209 100.00
CUMPCT Fd Cost COUNT PERCENT CUMCNT CUMPCT
6.70 1 2 0.96 2 0.96
13.40 2 13 6.22 15 7.18
33.49 3 66 31.58 81 38.76
76.08 4 100 47.85 181 86.60
97.61 5 26 12.44 207 99.04
100.00 6
N=“
2
209
0.96 209 100.00
CUMPCT Emp Cost COUNT PERCENT CUMCNT CUMPCT
0.48 1 20 9.57 20 9.57
4.31 2 27 12.92 47 22.4 9
33.4 9 3 77 36.84 124 59.33
86.12 4 69 33.01 193 92.34
99.52
100.00
5
N-
16
209
7.66 209 100.00
CUMPCT Total COUNT PERCENT CUMCNT CUMPCT
0.48 14 1 0.48 1 0.48
7.18 17 2 0.96 3 1.44
26.32 18 1 0.48 4 1.91
43.54 20 1 0.48 5 2.39
72.73 21 2 0.96 7 3.35
94.26 22 3 1.44 10 4.78
100.00 23 7 3.35 17 8.13
24 3 1.44 20 9.57
25 6 2.87 26 12.44
26 2 0.96 28 13.40
27 3 1.44 31 14.83
28 8 3.83 39 18.66
29 7 3.35 46 22.01
30 17 8.13 63 30.14
31 14 6.70 77 36.84
32 16 7.66 93 44.50
33 25 11.96 118 56.46
34 10 4.78 128 61.24
35 14 6.70 142 67.94
36 10 4.78 152 72.73
37 13 6.22 165 78.95
38 8 3.83 173 82.78
39 9 4.31 182 87.08
40 8 3.83 190 90.91
41 5 2.39 195 93.30
42 5 2.39 200 95.69
43 2 0.96 202 96.65
44 4 1.91 206 98.56
45
N—
3
209
1.44 209 100'. 00
Tallies for grade A Star hotels.
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Occ. COUNT' PERCENT CUMCNT CUMPCT Profit COUNT’ PERCENT CUMCNT CUMPCT
4 16 88.89 16 88.89 3 1 5.56 1 5.56
5 2 11.11 18 100.00 4 12 66.67 13 72.22
N= 18 5 2 11.11 15 83.33
6 3 16.67 18 100.00
N=* 18
Rm Rev COUNT PERCENT CUMCNT CUMPCT Rm Profi COUNT PERCENT CUMCNT CUMPCT
4 11 61.11 11 61.11 3 2 11.11 2 11.11
5 7 38.89 18 100.00 4 16 88.89 18 100.00
N= 18 N= 18
F & B Pr COUNT PERCENT CUMCNT CUMPCT Fd Cost COUNT PERCENT CUMCNT CUMPCT
3 6 33.33 6 33.33 2 1 5.56 1 5.56
4 9 50.00 15 83.33 3 9 50.00 10 55.56
"5 2 11.11 17 94.44 4 8 44.44 18 100.00
6 1 5.56 18 100.00 N= 18
N» 18
Bvg Cost COUNT PERCENT CUMCNT CUMPCT Emp Cost COUNT PERCENT CUMCNT CUMPCT
3 7 38.89 7 38.89 2 1 5.56 1 5.56
4 11 61.11 18 100.00 3 15 83.33 16 88.89
N=- 18 4 2 11.11 18 100.00
N= 18
Mkt Cost COUNT PERCENT CUMCNT CUMPCT Total COUNT PERCENT CUMCNT CUMPCT
2 1 5.56 1 5.56 30 1 5.56 1 5.56
3 5 27.78 6 33.33 31 1 5.56 2 11.11
4 6 33.33 12 66.67 32 2 11.11 4 22.22
5 3 16.67 15 83.33 33 6 33.33 10 55.56
6 3 16.67 18 100.00 34 1 5.56 11 61.11
N= 18 35 1 5.56 12 65.67
36 1 5.56 13 72.22
37 1 5.56 14 77.78
39 1 5.56 15 83.33
40 2 11.11 17 94.44
43 1 5.56 18 100.00
18
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Tallies for grade A hotels.
Occ. COUNT PERCENT CUMCNT CUMPCT Profit COUNT PERCENT CUMCNT CUMPCT
5 8.06 5 8.06 1 6 9.68 6 9.68
16 25.81 21 33.87 2 6 9.68 12 19.35
32 51.61 53 85.48 3 11 17.74 23 37.10
8 12.90 61 98.39 4 26 41.94 49 79.03
1 1.61 62 100.00 5 10 16.13 59 95.16
62 6 3 4.84 62 100.00
N= 62
Rm Rev 
1 
2
3
4
5 
N=*
COUNT PERCENT CUMCNT CUMPCT Rm Profi COUNT PERCENT CUMCNT CUMPCT
4 6.45 4 6.45 1 1 1.61 1 1.61
6 9.68 10 16.13 2 9 14.52 10 16.13
15 24.19 25 40.32 3 32 51.61 42 67.74
23 37.10 48 77.42 4 14 22-58 56 90.32
14 22.58 62 100.00 5 5 8.06 61 98.39
62 6 1 1.61 62 100.00
N= 62
F & B Pr 
1 
2
3
4
5
6 
N=
Bvg Cost 
1 
2
3
4
5 
N=
Mkt Cost 
1 
2
3
4
5
6
6
15
27
5
1
62
1
4
11
39
7
62
3
20
13
14 
11
1
62
PERCENT CUMCNT CUMPCT
12.90 8 12.90
9.68 14 22.58
24.19 29 46.77
43.55 56 90.32
8.06 61 98.39
1.61 62 100.00
PERCENT CUMCNT CUMPCT
1.61 1 1.61
6.45 5 8.06
17.74 16 25.81
62.90 55 88.71
11.29 62 100.00
PERCENT CUMCNT CUMPCT
4 .84 3 4.84
32.26 23 37.10
20.97 36 58.06
22.58 50 80.65
17.74 61 98.39
1.61 62 100.00
Fd Cost COUNT PERCENT CUMCNT CUMPCT
Emp Cost 
1 
2
3
4
5 
N=
1
10
17
27
7
62
1.61
16.13
27.42
43.55
11.29
1
11
28
55
62
1.61
17.74
45.16
88.71
1 0 0 . 0 0
COUNT PERCENT CUMCNT CUMPCT
13 20.97 13 20.97
8 12.90 21 33.87
24 38.71 45 72.58
14 22.58 59 95.16
3 4.84 62 100.00
62
Total COUNT PERCENT CUMCNT CUMPCT
17 1 1.61 1 1.61
18 1 1.61 2 3.23
20 1 1.61 3 4.84
21 1 1.61 4 6.45
22 2 3.23 6 9.68
23 5 8.06 11 17.74
24 2 3.23 13 20.97
25 4 6.45 17 27.42
26 1 1.61 18 29.03
27 1 1.61 19 30.65
28 3 4.84 22 35.48
29 3 4.84 25 40.32
30 4 6.45 29 46.77
31 3 4.84 32 51.61
32 6 9.68 38 61.29
33 6 9.68 44 70.97
34 2 3.23 46 74.19
35 . 1 1.61 47 75.81
36 2 3.23 49 79.03
37 2 3.23 51 82.26
38 2 3.23 53 85.48
39 1 1.61 54 87.10
40 3 4.84 57 91.94
41 3 4.84 60 96.77
42 1 1.61 61 98.39
44 1 1.61 62 100.00
N= 62
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Occ. 
1 
2
3
4
5
6 
N=
Rm Rev 
1 
2
3
4
5
6 
N=
COUNT PERCENT CUMCNT
F & B Pr 
1 
2
3
4
5
6 
N=
Bvg Cost 
2
3
4
5 
N=*
Mkt Cost 
1 
2
3
4
5
6 
N=
1
2
15
47
9
1
75
1.33 
2.67
2 0 . 0 0
62.67
1 2 . 0 0
1.33
1
3
18
65
74
75
COUNT PERCENT CUMCNT
3
1
13
31
22
5
75
4.00
1.33
17.33
41.33
29.33 
6.67
3
4 
17 
48 
70 
75
COUNT PERCENT CUMCNT
4
5 
11 
31 
23
1
75
5.33 
6.67
14.67 
41.33
30.67
1.33
4
9
20
51
74
75
COUNT PERCENT CUMCNT
4
25
40
6
75
5.33
33.33
53.33 
8 . 0 0
4
29
69
75
COUNT PERCENT CUMCNT
9
15
9
21
15
6
75
1 2 . 0 0
2 0 . 0 0
1 2 . 0 0
28.00
2 0 . 0 0
8 . 0 0
9
24
33
54
69
75
CUMPCT Profit COUNT PERCENT CUMCNT
1.33 1 1 1.33 1
4.00 3 11 14.67 12
24.00 4 30 40.00 42
85.67 5 27 36.00 69
98.67
100.00
6
N=
6
75
8.00 75
CUMPCT Rm Profi COUNT PERCENT CUMCNT
4 .00 1 1 1.33 1
5.33 2 8 10.67 9
22.67 3 31 41.33 40
64.00 4 25 33.33 65
93.33 5 6 8.00 71
100.00 6
N=
4 - 
75
5.33 75
CUMPCT Fd Cost COUNT PERCENT CUMCNT
5.33 1 1 1.33 1
12.00 2 2 2.67 3
26.67 3 26 34.67 29
68.00 4 38 50.67 67
98.67 5 7 9.33 74
100.00 6
N=
1
75
1.33 75
CUMPCT Emp Cost COUNT PERCENT CUMCNT
5.33 1 3 4.00 3
38.67 2 15 20.00 18
92.00 3 22 29.33 40
100.00 4 27 36.00 67
5
N=
8
75
10.67 75
CUMPCT Total COUNT PERCENT CUMCNT
12.00 21 1 1.33 1
32.00 22 1 1.33 2
44.00 23 1 1.33 3
72.00 24 1 1.33 4
92.00 25 1 1.33 5
100.00 26 1 1.33 6
27 1 1.33 7
28 2 2.67 9
29 1 1.33 10
30 9 12.00 19
31 7 9.33 26
32 5 6.67 31
33 9 12.00 40
34 4 5.33 44
35 4 5.33 48
36 4 5.33 52
37 5 6.67 57
38 4 5.33 61
39 4 5.33 65
40 2 2.67 67
41 1 1.33 68
42 2 2.67 70
43 1 1.33 71
44 3 4.00 74
45
N=*
1
75
1.33 75
1.33
16.00
56.00
92.00 
1 0 0 . 0 0
CUMPCT
1.33
1 2 . 0 0
53.33
86.67
94.67 
1 0 0 . 0 0
1.33
4.00
38.67 
89.33
98.67 
1 0 0 . 0 0
CUMPCT
4.00
24.00
53.33
89.33 
1 0 0 . 0 0
CUMPCT
1.33
2.67
4.00
5.33
6.67
8 . 0 0
9.33 
1 2 . 0 0
13.33
25.33
34.67
41.33
53.33
58.67
64.00
69.33
76.00
81.33
86.67
89.33
90.67
93.33
94.67
98.67 
1 0 0 . 0 0
Page 452
Tallies for grade B hotels.
Occ.
1
2
3
4
5 
N=
Rm Rev 
1 
2
3
4
5 
N=
F &B Pr 
1 
2
3
4
5
6 
N=
Bvg Cost
3
4
5
6 
N=
Mkt Cost 
0 
1 
2
3
4
5
6 
N=
COUNT PERCENT CUMCNT CUMPCT Profit COUNT PERCENT CUMCNT CUMPCT
2 3.70 2 3.70 1 1 1.85 1 1.85
4 7.41 6 11.11 2 1 1.85 2 3.70
21 38.89 27 50.00 3 12 22.22 14 25.93
23 42.59 50 92.59 4 23 42.59 37 68.52
4 7.41 54 100.00 5 15 27.78 52 96.30
54 6 2 3.70 54 100.00
N= 54
COUNT PERCENT CUMCNT CUMPCT Rm Profi COUNT PERCENT CUMCNT CUMPCT
1 1.85 1 1.85 1 2 3.70 2 3.70
5 9.26 6 11.11 2 9 16.67 11 20.37
23 42.59 29 53.70 3 17 31.48 28 51.85
21 38.89 50 92.59 4 18 33.33 46 85.19
4 7.41 54 100.00 5 7 12.96 53 98.15
54 6 1 1.85 54 100.00
N= 54
COUNT PERCENT CUMCNT CUMPCT Fd Cost COUNT PERCENT CUMCNT CUMPCT
2 3.70 2 3.70 3 14 25.93 14 25.93
3 5.56 5 9.26 4 27 50.00 41 75.93
10 18.52 15 27.78 5 12 22.22 53 98.15
22 40.74 37 68.52 6 1 1.85 54 100.00
15 27.78 52 96.30 N= 54
2 3.70 54 100.00
54
COUNT PERCENT CUMCNT CUMPCT Emp Cost COUNT PERCENT CUMCNT CUMPCT
18 33.33 18 33.33 1 4 7.41 4 7.41
20 37.04 38 70.37 2 3 5.56 7 12.96
15 27.78 53 98.15 3 16 29.63 23 42.59
1 1.85 54 100.00 4 26 48.15 49 90.74
54 5 5 9.26 54 100.00
N= 54
COUNT PERCENT CUMCNT CUMPCT Total COUNT PERCENT CUMCNT CUMPCT
1 1.85 1 1.85 14 1 1.85 1 1.85
2 3.70 3 5.56 17 1 1.85 2 3.70
4 7.41 7 12.96 23 1 1.85 3 5.56
9 16.67 16 29.63 25 1 1.85 4 7.41
20 37.04 36 66.67 27 1 1.85 5 9.26
16 29.63 52 96.30 28 3 5.56 8 14.81
2 3.70 54 100.00 29 3 5.56 11 20.37
54 30 3 5.56 14 25.93
31 3 5.56 17 31.4 8
32 3 5.56 20 37.04
33 4 7.41 24 44.44
34 3 5.56 27 50.00
35 8 14.81 35 64.81
36 3 5.56 38 70.37
37 5 9.26 43 79.63
38 2 3.70 45 83.33
39 3 5.56 48 88.89
40 1 1.85 49 90.74
41 1 1.85 50 92.59
42 2 3.70 52 96.30
45 2 3.70 54 100.00
N=* 54
T a l l ie s  f o r  h o te ls  s c o r in g  a b o v e  3 6
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Occ.
3
4
5
6 
N=
Rm Rev
3
4
5
6 
N=*
F &B Pr
3
4
5
6 
N=
Bvg Cost
3
4
5
6
Mkt Cost 
2
3
4
5
6
5
34
16
2
57
5
23
28
1
57
2
19
31
5
57
7
29
20
1
57
1
3
18
27
8
57
PERCENT CUMCNT CUMPCT
8.77 5 8.77
59.65 39 68.42
28.07 55 96.49
3.51 57 100.00
PERCENT CUMCNT CUMPCT
8.77 5 8.77
40.35 28 49.12
49.12 56 98.25
1.75 57 100.00
PERCENT CUMCNT CUMPCT
3.51 2 3.51
33.33 21 36.84
54.39 52 91.23
8.77 57 100.00
PERCENT CUMCNT CUMPCT
12.28 7 12.28
50.88 36 63.16
35.09 56 98.25
1.75 57 100.00
cofit COUNT PERCENT CUMCNT CUMPCT
3 2 3.51 2 3.51
4 11 19.30 13 22.81
5 33 57.89 46 80.70
6 11 19.30 57 100.00
N= 57
Profi COUNT PERCENT CUMCNT CUMPCT
3 10 17.54 10 • 17.54
4 29 50.88 39 68.42
5 12 21.05 51 89.47
6 6 10.53 57 100.00
N= 57
Cost COUNT PERCENT CUMCNT CUMPCT
3 6 10.53 6 10.53
4 28 49.12 34 59.65
5 21 36.84 55 96.49
6 2 3.51 57 100.00
N= 57
Cost COUNT PERCENT CUMCNT CUMPCT
3 15 26.32 15 26.32
4 29 50.88 44 77.19
5 13 22.81 57 100.00
N= 57
PERCENT CUMCNT CUMPCT Total COUNT PERCENT CUMCNT CUMPCT
1.75 1 1.75 37 13 22.81 13 22.81
5.26 4 7.02 38 8 14.04 21 36.84
31.58 22 38.60 39 9 15.79 30 52.63
47.37 49 85.96 40 8 14.04 38 66.67
14.04 57 100.00 41 5 8.77 43 75.44
42 5 8.77 48 84.21
43 2 3.51 50 87.72
44 4 7.02 54 94.74
45 3 5.26 57 100.00
N= 57
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Tallies for hotels scoring below 37 overall
Occ.
1
2
3
4
5
Rm Rev 
1 
2
3
4
5
6 
N=
F & B Pr 
1 
2
3
4
5 
N=
Bvg Cost 
1 
2
3
4
5 
N=
Mkt
COUNT PERCENT CUMCNT CUMPCT
3 1.97 3 1.97
11 7.24 14 9.21
47 30.92 61 40.13
84 55.26 145 95.39
7 4.61 152 100.00
152
COUNT PERCENT CUMCNT CUMPCT
8 5.26 8 5.26
12 7.89 20 13.16
4 6 30.26 66 43.42
63 41.45 129 84.87
19 12.50 148 97.37
4 2.63 152 100.00
152
COUNT PERCENT CUMCNT CUMPCT
14 9.21 14 9.21
14 9.21 28 18.42
40 26.32 68 44.74
70 46.05 138 90.79
14 9.21 152 100.00
152
COUNT PERCENT CUMCNT CUMPCT
1 0.66 1 0.66
8 5.26 9 5.92
54 35.53 63 41.45
81 53.29 144 94.74
8 5.26 152 100.00
152
Cost COUNT PERCENT CUMCNT CUMPCT
0 1 0.66 1 0.66
1 14 9.21 15 9.87
2 39 25.66 54 35.53
3 33 21.71 87 57.24
4 43 28.29 130 85.53
5 18 11.84 148 97.37
6
N=
4
152
2.63 152 100.00
Profit COUNT PERCENT CUMCNT CUMPCT
1 8 5.26 8 5.26
2 7 4.61 15 9.87
3 33 21.71 48 31.58
4 80 52.63 128 84.21
5 21 13.82 149 98.03
6 3 1.97 152 100.00
N= 152
Profi COUNT PERCENT CUMCNT CUMPCT
1 4 2.63 4 2.63
2 26 17.11 30 19.74
3 72 47.37 102 67.11
4 44 28.95 146 96.05
5 • 6 3.95 152 100.00
N= 152
1 Cost COUNT PERCENT CUMCNT CUMPCT
1 2 1.32 2 1.32
2 13 8.55 15 9.87
3 60 39.47 75 49.34
4 72 47.37 147 96.71
5 5 3.29 152 100.00
N= 152
) Cost COUNT PERCENT CUMCNT CUMPCT
1 20 13.16 20 13.16
2 27 17.76 47 30.92
3 62 40.79 109 71.71
4 40 26.32 149 98.03
5 3 1.97 152 100.00
N= 152
Total COUNT PERCENT CUMCNT CUMPCT
14 1 0.66 1 0.66
17 2 1.32 3 1.97
18 1 0.66 4 2.63
20 1 0.66 5 3.29
21 2 1.32 7 4.61
22 3 1.97 10 6.58
23 7 4.61 17 11.18
24 3 1.97 20 13.16
25 6 3.951 26 17.11
26 2 1.32 28 18.42
27 3 1.97 31 20.39
28 8 5.26 39 25.66
29 7 4.61 46 30.26
30 17 11.18 63 41.45
31 14 9.21 77 50.66
32 16 10.53 93 61.18
33 25 16.45 118 77.63
34 10 6.58 128 84.21
35 14 9.21 142 93.42
36 10 6.58 152 100.00
N» 152
Tallies for hotels scoring below 31
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Occ.
1
2
3
4
5 
N=
Rm Rev 
1 
2
3
4
5
6 
N=
F 6 B Pr 
1 
2
3
4
5 
N=
Bvg Cost 
1 
2
3
4
5 
N“
Mkt Cost 
0 
1 
2
3
4
5
6 
N=«
3
9
24
26
1
63
10
24
17
3
1
63
14
13
22
13
1
63
1
8
24
29
1
63
1
9
22
12
11
5
3
63
PERCENT CUMCNT CUMPCT Profit COUNT PERCENT CUMCNT CUMPCT
4.76 3 4.76 1 3 12.70 8 12.70
14.29 12 19.05 2 6 9.52 14 22.22
38.10 36 57.14 3 21 33.33 35 55.56
41.27 62 98.41 4 25 39.68 60 95.24
1.59 63 100.00 5 3 4.76 63 100.00
N= 63
PERCENT CUMCNT CUMPCT Rm Profi COUNT PERCENT CUMCNT CUMPCT
12.70 8 12.70 1 4 6.35 4 6.35
15.87 18 28.57 2 23 36.51 27 42.86
38.10 42 66.67 3 25 39.68 52 82.54
26.98 59 93.65 4 11 17.46 63 100.00
4.76 62 98.41 N= 63
1.59 63 100.00
PERCENT CUMCNT CUMPCT Fd Cost COUNT PERCENT CUMCNT CUMPCT
22.22 14 22.22 1 2 3.17 2 3.17
20.63 27 42.86 2 11 17.46 13 20.63
34.92 49 77.78 3 31 49.21 44 69.84
20.63 62 98.41 4 19 30.16 63 100.00
1.59 63 100.00 N=* 63
PERCENT CUMCNT CUMPCT Emp Cost COUNT PERCENT CUMCNT CUMPCT
1.59 1 1.59 1 19 30.16 19 30.16
12.70 9 14.29 2 13 20.63 32 50.79
38.10 33 52.38 3 22 34.92 54 85.71
46.03 62 98.41 4 9 14.29 63 100.00
1.59 63 100.00 N= 63
PERCENT CUMCNT CUMPCT Total COUNT PERCENT CUMCNT CUMPCT
1.59 1 1.59 14 1 1.59 1 1.59
14.29 10 15.87 17 2 3.17 3 4.76
34.92 32 50.79 18 1 1.59 4 6.35
19.05 44 69.84 20 1 1.59 5 7.94
17.46 55 87.30 21 2 3.17 7 11.11
7.94 60 95.24 22 3 4.76 10 15.87
4.76 63 100.00 23 7 11.11 17 26.98
24 3 4.76 20 31.75
25 6 9.52 26 41.27
26 2 3.17 28 44.44
27 3 4.76 31 49.21
28 8 12.70 39 61.90
29 7 11.11 46 73.02
30 17 26.98 63 100.00
N= 63
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Tallies for hotels scoring above 3 in the profit performance area
Occ. COUNT PERCENT CUMCNT CUMPCT Profit COUNT PERCENT CUMCNT CUMPCT
2 5 3.14 5 3.14 4 91 57.23 91 57.23
3 35 22.01 40 25.16 5 54 33.96 145 91.19
4 96 60.38 136 85.53 6 14 8.81 159 100.00
5 21 13.21 157 98.74 N=» 159
6 2 1.26 159 100.00
N= 159
Rm Rev COUNT PERCENT CUMCNT CUMPCT Rm Profi COUNT PERCENT CUMCNT CUMPCT
1 3 1.89 3 1.89 1 1 0.63 1 0.63
2 3 1.89 6 3.77 2 11 6.92 12 7.55
3 30 18.87 36 22.64 3 66 41.51 78 49.06
4 74 46.54 110 69.18 4 59 37.11 137 86.16
5 44 27.67 154 96.86 5 16 10.06 153 96.23
6 5 3.14 159 100.00 6 6 3.77 159 100.00
N= 159 N= 159
F & B Pr COUNT PERCENT CUMCNT CUMPCT Fd Cost
1 4 2.52 4 2.52 1
2 6 3.77 10 6.29 2
3 29 18.24 39 24.53 3
4 74 46.54 113 71.07 4
5 42 26.42 155 97.48 5
6 4 2.52 159 100.00 6
N- 159
Bvg Cost COUNT PERCENT CUMCNT CUMPCT Emp Cost
2 3 1.89 3 1.89 1
3 46 28.93 49 30.82 2
4 86 54.09 135 84.91 3
5 23 14.47 158 99.37 4
6 1 0.63 159 100.00 5
N- 159
Mkt Cost COUNT PERCENT CUMCNT CUMPCT
1 9 5.66 9 5.66
2 26 16.35 35 22.01
3 31 19.50 66 41.51
4 46 28.93 112 70.44
5 36 22.64 148 93.08
6 11 6.92 159 100.00
N= 159
Total
22
23
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
COUNT PERCENT CUMCNT CUMPCT
1 0.63 1 0.63
4 2.52 5 3.14
50 31.45 55 34.59
80 50.31 135 84.91
22 13.84 157 98.74
2 1.26 159 100.00
159
COUNT PERCENT CUMCNT CUMPCT
6 3.77 6 3.77
21 13.21 27 16.98
63 39.62 90 56.60
55 34.59 145 91.19
14 8.81 159 100.00
159
COUNT PERCENT CUMCNT CUMPCT
1 0.63 1 0.63
2 1.26 3 1.89
2 1.26 5 3.14
2 1.26 7 4.40
2 1.26 9 5.66
3 1.89 12 7.55
4 2.52 16 10.06
12 7.55 28 17.61
12 7.55 40 25.16
14 8.81 54 33.96
20 12.58 74 46.54
9 5.66 83 52.20
12 7.55 95 59.75
9 5.66 104 65.41
12 7.55 116 72.96
8 5.03 124 77.99
8 5.03 132 83.02
8 5.03 140 88.05
5 3.14 145 91.19
5 3.14 150 94.34
2 1.26 152 95.60
4 2.52 156 98.11
3 1.89 159 100.00
159
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APPENDIX 11
C O R R E L A T IO N  M A T R IX E S  A N D  S U M M A R Y  S T A T IS T IC S  
F O R  K E Y  P E R F O R M A N C E  IN D IC A T O R S
The correlation matrices for each category are given below . T w o variables are deemed  
to  have a strong correlation, if, for exam ple, the coefficient o f  correlation (i.e. the  
number listed in the matrix) is .9. T w o variables are deeded to  have a w eak  or 
negligible correlation i f  the figure listed is . 1. A  coefficient o f  correlation m ay only 
take on a value betw een 1 and -1. A  minus sign implies that tw o variables are 
negatively correlated (e .g . i f  tw o variables have a correlation coefficient o f  -9 , then as 
one variable increases in value the other decreases). Correlation is used to  determine 
the degree o f  association betw een tw o  variables. It is not used for determining the 
nature o f  association betw een tw o  variables. The nature o f  association betw een  tw o  
variables may be determined using regression analysis. H ow ever, the nature o f  
association is not important here, but the existence o f  strong association betw een  tw o  
areas o f  operation is o f  interest. T he row  o f  figures underneath each matrix g ives the 
rank o f  the hotel score correlation w ith each o f  the operational performance statistics:
NO TE: A  notable or strong correlation is said to be greater or equal to  6 .5 .
A ll H otels
Occ.
Profit 
RmRev 
Rm Profit 
F & B Profit 
FdCost 
BvgCost 
Emp Cost 
MktCost 
Toad
RudcTotth
Occ.
1.00
0.47
0.49
0.44
030
0.15
0.21
0.24
0.23
0.59
8
Profit
1.00
0.50
0.40
0.48
0J5
0.26
0J8
0.26
0.72
2
RmRev Rm Profit F&BProfi t  FdCost BvgCost EmpCost MktCost Total
1.00
0J2
030
032
0.15
0.21
0.17
0.62
6
1.00
0.41
037  
035
038 
034 
0.71 
3
1.00
0.57
038
0.48
036
0.74
1
1.00
0.51
030
036
0.63
5
1.00
0.17
0.15
0.47
9
1.00
0.39
0.64
4
1.00
0.60
7
1.00
G rade A
Occ.
Profit 
Rm Rev 
Rm Profit 
F & B Profit 
FdCost 
BvgCost 
Emp Cost 
MktCost 
Total
Rank Totals
star
Occ.
1.00
0.48
0.44
0.13
0.05
0.07
0.28
41.05
0.12
037
8
Profit
1.00
0.45
0.17
0.48
037
038 
0.60 
0.66 
0.87 
I
RmRev Rm Profit F&BProfi t  FdCost BvgCost EmpCost MktCost Total
1.00
-0.08
0.67
0.05
0.17
0.17
0.42
0.63
5
1.00
4.05
-0.07
0.08
0.05
0.19
0.19
9
1.00
031
0.03
033
0.49
0.70
3
1.00
033
0.14
0.26
0.46
6
1.00
0.11
038
0.45
7
1.00
0.58
0.64
4
1.00
0.84
2
1.00
G rade A
Occ.
Profit 
RmRev 
Rm Profit 
F & B Profit 
FdCost 
BvgCost 
Emp Cost 
Mkt Cost 
Total
Rank Totals
Occ.
1.00
0.59
0.50
0.63
0.43
035
0.41
0.27
034
0.72
6
Profit
1.00
0.55
0.48
0.49
0.48
038
035
0.08
0.73
5
RmRev Rm Profit F&BProfi t  FdCost BvgCost EmpCost MktCost Total
1.00
0.66
0.45
0.52
0.41
0.20
0.23
0.74
3
1.00
0.48
0.44
033
036
031
0.73
4
1.00
0.66
0.28
0.54
032
0.77
1
1.00
034
035 
030 
0.75 
2
1.00
0.08
036
0.57
1.00
0.27
0.58
7
1.00
0.51
9
1.00
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Grade B Star
Occ. Profit RmRev Rm Profit F & B Profit Fd Cost Bvg Cost Emp Cost Mkt Cost
Oca 1.00
Profit 0.30 1.00
Rm Rev 0.43 0.31 1.00
Rm Profit 0.29 0.29 0.42 1.00
F & B Profit 0.20 0.32 0.12 037 1.00
Fd Cost 0.17 0.22 0.04 039 0.62 1.00
Bvg Cost 0.18 0.25 -0-02 0.23 0.29 039 1.00
Emp Cost 0.05 0.25 0.14 033 0.38 0.21 0.26 1.00
Mkt Cost 0.06 0.20 0.13 039 0.29 0.24 -0.01 0.43 1.00
Total 0.46 0.58 0.50 0.72 0.68 0.60 0.41 0.61 0.61
Rank Totals 8 6 7 1 2 5 9 4 3
Grade B
Occ. Profit RmRev Rm Profit F & B Profit FdCost Bvg Cost Emp Cost MktCost
Oca 1.00
Profit 0.54 1.00
RmRev 0.45 0.67 1.00
Rm Profit 0.42 0.42 0.52 1.00
F & B Profit 0.38 0.57 034 0.42 1.00
Fd Cost 0.11 0.29 0.33 0.41 0.41 1.00
BvgCost 0.22 0.21 031 0.28 0.35 0.63 1.00
Emp Cost 0.60 0.50 0.42 0.50 0.44 0.20 0.15 1.00
Mkt Cost 0.48 0.45 0.18 037 0.43 0.16 0.20 0.44 1.00
Total 0.70 0.77 0.67 0.72 0.73 0.55 0.52 0.72 0.65
Rank Totals 5 1 6 3 2 8 9 4 7
Hotels with scores above 36
Occ. Profit RmRev Rm Profit F & B Profit FdCost Bvg Cost Emp Cost MktCost
Occ. 1.00
Profit 0.11 1.00
Rm Rev 0.33 0.24 1.00
Rm Profit 0.13 0.11 039 1.00
F & B Profit -0.32 -0.15 -0.23 -0.08 1.00
FdCost -0.15 0.01 -0.05 0.38 0.11 1.00
Bvg Cost 0.04 -0.07 0.09 0.25 -0.01 0.47 1.00
Emp Cost -0.02 0.24 -0.23 -0.22 -0.02 -0.05 -0.20 1.00
MktCost 0 0.02 -0.08 -0.08 0.03 0.13 0.03 -0.20 1.00
Total 0.32 0.45 0.43 0.60 0.09 0.57 0.47 0.07 0.30
Rank Totals 6 4 5 1 8 2 3 9 7
Hotels with scores below 37
Occ. Profit Rm Rev Rm Profit F & B Profit FdCost BvgCost Emp Cost Mkt Cost
Occ. 1.00
Profit 0.39 1.00
Rm Rev 0.42 0.42 1.00
Rm Profit 0.36 0.22 0.43 1.00
F & B Profit 0.21 0.38 0.19 0.28 1.00
Fd Cost -0.02 0.17 0.08 0.10 0.52 1.00
BvgCost 0.07 0.10 -0.02 -0.02 0.12 0.37 1.00
Emp Cost 0.09 0.19 0.08 0.30 038 0.14 0.02 1.00
Mkt Cost 0.05 0.01 -0.01 0.17 0.16 0.00 -0.09 0.28 1.00
Total 0.52 0.61 0.56 0.60 0.70 0.45 0.25 0.56 0.42
6 2 5 3 1 7 9 4 8
Hotels with scores below 31
Occ. Profit RmRev Rm Profit F & B Profit FdCost Bvg Cost Emp Cost MktCost
Oca 1.00
Profit 0.40 1.00
Rm Rev 0.31 0.26 1.00
Rm Profit 0.33 0.14 0.34 1.00
F & B Profit 0.06 0.16 -0.01 0.08 1.00
FdCost -0.14 0.10 -0.02 -0.09 0.48 1.00
Bvg Cost 0.02 0.02 -0.16 -0.13 -0.12 031 1.00
Emp Cost -0.02 0.06 -0.05 0.19 0.27 -0.06 -0.25 1.00
Mkt Cost 0.11 0.05 0.08 0 0.06 -0.12 -0.22 0.30 1.00
Total 0.52 0.58 0.48 0.46 0.52 0.31 0.02 0.43 0.45
Rank Totals 2 1 4 5 3 8 9 7 6
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Summary Statistics
B elow  are the summary statistics calculated for each grade category and for the overall sample. 
Summary statistics for all hotels
Occ. Profit Rm Rev Rm Profit F & B Profit Fd Cost BvgCost Emp Cost MktCost Total
Mean 3.73 4.04 3.80 3.44 3.73 3.67 3.76 3.16 3.56 32.90
StdErr 0.06 0.08 0.07 0.07 0.08 0.06 0.05 0.07 0.09 0.40
Median 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 4.00 33.00
Mode 4.00 4.00 4.00 3.00 4.00 , 4.00 4.00 3.00 4.00 33.00
Std Dev 0.82 1.08 1.05 0.98 1.15 0.84 0.77 1.06 1.37 5.85
Variance 0.67 1.18 1.10 0.96 131 0.71 0.59 1.13 1.87 34.17
Range 5.00 5.00 5.00 5.00 5.00 5.00 5.00 4.00 6.00 31.00
Minimum I.OO 1.00 1.00 1.00 1.00 1.00 1.00 1.00 0.00 14.00
Maximum 6.00 6.00 6.00 6.00 6.00 6.00 6.00 5,00 6.00 45.00
Sum 780.00 845.00 794.00 720.00 779.00 768.00 786.00 661.00 743.00 6876.00
Count 209.00 209.00 209.00 209.00 209.00 209.00 209.00 209.00 209.00 209.00
Summary
Occ.
statistics for grade A Star hotels
Profit Rm Rev Rm Profit F & B Profit Fd Cost BvgCost Emp Cost MktCost Total
Mean 4.11 4.39 4.39 3.89 3.89 3.39 3.61 3.06 4.11 34.83
StdErr 0.08 0.20 0.12 0.08 0.20 0.14 0.12 0.10 0.28 0.85
Median 4.00 4.00 4.00 4.00 4.00 3.00 4.00 3.00 4.00 33.00
Mode 4.00 4.00 4.00 4.00 4.00 3.00 4.00 3,00 4.00 33.00
Std Dev 0.32 0.85 0.50 0.32 0.83 0.61 0.50 0.42 1.18 3.59
Variance 0.10 0.72 0.25 0.10 0.69 0.37 0.25 0.17 1.40 12.85
Range 1.00 3.00 1.00 1.00 3.00 2.00 1.00 2.00 4.00 13.00
Minimum 4.00 3.00 4.00 3.00 3.00 2.00 3.00 2.00 2.00 30.00
Maximum 5.00 6.00 5.00 4.00 6.00 4.00 4.00 4.00 6.00 43.00
Sum 74.00 79.00 79.00 70.00 70.00 61.00 65.00 55.00 74.00 627.00
Count 18.00 18.00 18.00 18.00 18.00 18.00 18.00 18.00 18.00 18.00
Summary statistics for grade A hotels
Occ. Profit Rm Rev Rm Profit F & B Profit FdCost BvgCost Emp Cost MktCost Total
Mean 3.74 3.60 3.60 3.26 3.29 3.47 3.76 2.77 3.21 30.69
StdErr 0.11 0.16 0.14 0.12 0.15 0.12 0.10 0.15 0.16 0.82
Median 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 3.00 31.00
Mode 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 2.00 33.00
Std Dev 0.85 1.29 1.14 0.92 1.21 0.95 0.80 1.17 1.26 6.49
Variance 0.72 1.65 1.29 0.85 1.46 0.91 0.65 U 6 1.58 42.12
Kurtosis 0.24 -0.16 -0.15 0.74 -0.25 -0.41 1.91 -0.83 -1.02 -0.70
Skewness -0.14 -0.48 -0.66 0.49 -0.53 -0.37 -1.10 -0.18 0.20 0.00
Range 4.00 5.00 4.00 5.00 5.00 4.00 4.00 4.00 5.00 27.00
Minimum 2.00 1.00 1.00 1.00 1.00 1.00 1.00 1.00 1.00 17.00
Maximum 6.00 6.00 5.00 6.00 6.00 5.00 5.00 5.00 6.00 44.00
Sum 232.00 223.00 223.00 202.00 204.00 215.00 233.00 172.00 199.00 1903.00
Count 62.00 62.00 62.00 62.00 62.00 62.00 62.00 62.00 62.00 62.00
Summary statistics for grade B Star hotels
Occ. Profit Rm Rev Rm Profit F & B Profit FdCost BvgCost Emp Cost Mkt Cost Total
Mean 3.85 4.33 4.11 3.52 3.89 3.68 3.64 3.29 3.48 33.80
StdErr 0.09 0.11 0.12 0.12 0.13 0.09 0.08 0.12 0.17 0.61
Median 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 4.00 33.00
Mode 4.00 4.00 4.00 3.00 4.00 4.00 4.00 4.00 4.00 33.00
Std Dev 0.77 0.92 1.07 1.02 1.12 0.79 0.71 1.04 1.51 5.25
Variance 0.59 0.85 1.15 1.04 1.26 0.63 0.50 1.07 2.28 27.54
Kurtosis 2.61 1.17 1.27 0.51 0.63 1.50 0.01 -0,59 -1.05 -0.02
Skewness -0.67 -0.51 -0.76 0.46 -0.96 -0.20 -0.28 -0.25 -0.14 -0.02
Range 5.00 5.00 5.00 5.00 5.00 5.00 3.00 4.00 5.00 24.00
Minimum 1.00 1.00 1.00 1.00 1.00 1.00 2.00 1.00 1.00 21.00
Maximum 6.00 6.00 6.00 6.00 6.00 6.00 5.00 5.00 6.00 45.00
Sum 289.00 325.00 308.00 264.00 292.00 276.00 273.00 247.00 261.00 2535.00
Count 75.00 75.00 75.00 75.00 75.00 75.00 75.00 75.00 75.00 75.00
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Summary statistics for grade B hotels
Occ. Profit Rm Rev Rm Profit F & B Profit Fd Cost Bvg Cost Emp Cost Mkt Cost Total
Mean 3.43 4.04 3.41 3.41 3.94 4.00 3.98 3.46 3.87 33.54
Std Err 0.12 0.13 0.11 0.15 0.15 0.10 0.11 0.14 0.17 0.80
Median 3.50 4.00 3.00 3.00 4.00 4.00 4.00 4.00 4.00 34.50
Mode 4.00 4.00 3.00 4.00 4.00 4.00 4.00 4.00 4.00 35.00
Std Dev 0.88 0.95 0.84 1.09 1.09 0.75 0.84 1.00 1.24 5.88
Variance 0.78 0.90 0.70 1.19 1.19 0.57 0.70 1.01 1.55 34.52
Kurtosis 0.79 0.93 0.38 -0.26 0.66 -0.41 -1.03 0.81 1.06 2.12
Skewness -0.62 -0.49 -0.30 -0.07 -0.71 0J28 0.24 -0.94 -0.97 -0.89
Range 4.00 5.00 4.00 5.00 5.00 3.00 3.00 4.00 6.00 31.00
Minimum 1.00 1.00 1.00 1.00 1.00 3.00 3.00 1.00 0.00 14.00
Maximum 5.00 6.00 5.00 6.00 6.00 6.00 6.00 5.00 6.00 45.00
Sum 185.00 218.00 184.00 184.00 213.00 216.00 215.00 187.00 209.00 1811.00
Count 54.00 54.00 54.00 54.00 54.00 54.00 54.00 54.00 54.00 54.00
Summary statistics for hotels scoring above 36
Occ. Profit Rm Rev Rm Profit F & B Profit Fd Cost Bvg Cost Emp Cost MktCost Total
Mean 4.26 4.93 4.44 4.25 4.68 433 4.26 3.96 4.67 39.79
Std Err 0.09 0.10 0.09 0.12 0.09 0.09 0.09 0.09 0.11 033
Median 4.00 5.00 5.00 4.00 5.00 4.00 4.00 4.00 5.00 39.00
Mode 4.00 5.00 5.00 4.00 5.00 4.00 4.00 4.00 5.00 37.00
Std Dev 0.67 0.73 0.68 0.87 0.69 0.72 0.70 0.71 0.85 2.45
Variance 0.45 0.53 0.46 0.76 0.47 0.51 0.48 0.50 0.73 6.03
Kurtosis 0.39 0.39 -0.32 -0.25 0.03 -0.22 -0.36 -0.94 0.71 -0.60
Skewness 0.38 -0.47 -0.47 0.50 -0.19 0.01 -0.08 0.05 -0.54 0.65
Range 3.00 3.00 3.00 3.00 3.00 3.00 3.00 2.00 4.00 8.00
Minimum 3.00 3.00 3.00 3.00 3.00 3.00 3.00 3.00 2.00 37.00
Maximum 6.00 6.00 6.00 6.00 6.00 6.00 6.00 5.00 6.00 45.00
Sum 243.00 281.00 253.00 242.00 267.00 247.00 243.00 226.00 266.00 2268.00
Count 57.00 57.00 57.00 57.00 57.00 57.00 57.00 57.00 57.00 57.00
Summary statistics for those scoring below 37
Occ. Profit Rm Rev Rm Profit F & B Profit Fd Cost BvgCost Emp Cost MktCost Total
Mean 3.53 3.71 3.56 3.14 3.37 3.43 3.57 2.86 3.14 30.32
Std Err 0.06 0.08 0.09 0.07 0.09 0.06 0.06 0.08 0.10 0.36
Median 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 3.00 31.00
Mode 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 4.00 33.00
Std Dev 0.78 1.01 1.07 0.84 1.08 0.75 0.71 1.02 1.29 4.49
Variance 0.61 1.01 1.14 0.71 1.16 0.56 0.50 1.03 1.67 20.19
Kurtosis 1.12 1.23 0.39 0.02 0.01 0.48 0.67 -0.58 -0.68 1.15
Skewness -0.92 -0.81 -0.37 -0.14 -0.78 -0.60 -0.55 -0.37 0.04 -1.17
Range 4.00 5.00 5.00 4.00 4.00 4.00 4.00 4.00 6.00 22.00
Minimum 1.00 1.00 1.00 1.00 1.00 1.00 1.00 1.00 0.00 14.00
Maximum 5.00 6.00 6.00 5.00 5.00 5.00 5.00 5.00 6.00 36.00
Sum 537.00 564.00 541.00 478.00 512.00 521.00 543.00 435.00 477.00 4608.00
Count 152.00 152.00 152.00 152.00 152.00 15200 152.00 152.00 152.00 152.00
Summary statistics for hotels scoring below 31
Occ. Profit RmRev Rm Profit F & B Profit Fd Cost BvgCost Emp Cost Mkt Cost Total
Mean 3.21 3.14 3.00 2.68 2.59 3.06 333 2.33 2.79 26.14
Std Err 0.11 0.14 0.14 0.11 0.14 0.10 0.10 0.13 0.18 0.49
Median 3.00 3.00 3.00 3.00 3.00 3.00 3.00 2.00 2.00 28.00
Mode 4.00 4.00 3.00 3.00 3.00 3.00 4.00 3.00 2.00 30.00
Std Dev 0.88 1.09 1.14 0.84 1.10 0.78 0.78 1.06 1.40 3.92
Variance 0.78 1.19 1.29 0.70 1.21 0.61 0.61 1.13 1.97 15.38
Kurtosis 0.09 -0.28 -0.12 -0.63 -1.02 -0.04 0.10 -1.28 -0.31 0.52
Skewness -0.71 -0.68 -0.07 -0.01 -0.08 -0.53 -0.67 0.04 0.52 -1.01
Range 4.00 4.00 5.00 3.00 4.00 3.00 4.00 3.00 6.00 16.00
Minimum 1.00 1.00 1.00 1.00 1.00 1.00 1.00 1.00 0.00 14.00
Maximum 5.00 5.00 6.00 4.00 5.00 4.00 5.00 4.00 6.00 30.00
Sum 202.00 198.00 189.00 169.00 163.00 193.00 210.00 147.00 176.00 1647.00
Count 63.00 63.00 63.00 63.00 63.00 63.00 63.00 63.00 63.00 63.00
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Occ. Profit RmRev Rm Profit F&BProfit FdCost Bvg Cost Emp Cost Mkt Cost Total
Mean 3.87 4.52 4.06 3.60 3.98 3.78 3.83 3.31 3.67 34.63
Std Err 0.06 0.05 0.07 0.07 0.08 0.06 0.06 0.07 0.11 0.38
Median 4.00 4.00 4.00 4.00 4.00 4.00 4.00 3.00 4.00 34.00
Mode 4.00 4.00 4.00 3.00 4.00 4.00 4.00 3.00 4.00 33.00
Std Dev 0.72 0.65 0.92 0.92 0.96 0.78 0.71 0.94 1.33 4.74
Variance 0.52 0.43 0.84 0.85 0.93 0.62 0.51 0.89 1.77 22.51
Kurtosis 0.82 -0.29 1.23 0.48 1.10 0.69 0.01 -0.05 -0.73 -0.14
Skewness -0.12 0.90 -0.61 0.43 -0.73 -0.07 0.05 -0.30 -0.22 0.04
Range 4.00 2.00 5.00 5.00 5.00 5.00 4.00 4.00 5.00 23.00
Minimum 2.00 4.00 1.00 1.00 1.00 1.00 2.00 1.00 1.00 22.00
Maximum 6.00 6.00 6.00 6.00 6.00 6.00 6.00 5.00 6.00 45.00
Sum 616.00 718.00 645.00 573.00 633.00 601.00 609.00 527.00 584.00 5506.00
Count 159.00 159.00 159.00 159.00 159.00 159.00 159.00 159.00 159.00 159.00
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APPENDIX 12
The Range of Incidents that Represent the
Nature of Management in Effective Hotels in Ireland
The incidents set out in this appendix are classified as being concerned w ith M anaging 
the Operations and 'Managing the Business'. Each classification is further broken  
dow n into categories such as staff, management, products and services, custom er 
service, external relations, exceptional occurrences, marketing and sales, and, financial 
and investment management.
The code preceding each incident identifies the respondent by number (one to forty 
eight) and each o f  the three critical incidents provided are referenced as A , B , or C.
Each incident is further categorised by the timeframe:
1. M A N A G IN G  T H E  O P E R A T IO N S
STAFF:
Number o f  Incidents: 24 (16.6%  o f  Total) Crisis 1
Short-terms 11
M edium-term 10
Long-term  2
Crisis
(23 a) D ealing with row dy behaviour and noise com ing from  sta ff quarters 
- follow ing custom er complaints.
Short-Term
( lb )  D ealing with industrial relations issues.
(4c) Pilferage in bar (in this case staff issue rather than managem ent or 
system s)
(11b) N egative reaction by staff to  extra duties allocated to  them.
(11c) D ealing with industrial relations issues - legal issues relating to  contract 
staff.
(12c) R equest by union for clarification o f  contracts for seasonal staff.
(23 c) Spoke to  reception staff re custom er handling skills fo llow ing a number 
o f  complaints.
(29a) Establishment o f  a standard o f  discipline to assert my control.
(35 a) Dealing with union request for increased pay and bonuses.
(36a) Disciplinary action with member o f  kitchen staff.
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(43 c) Personnel issue - new  restaurant manager altered existing bonus system  
without consulting w ith management (primarily staff focus in this 
instance).
(44c) Updating w ork practices in conference and banqueting department.
Medium-Term.
(4b) S ta ff ,meeting re implications o f  Quality Mark
(8a) D evelopm ent o f  induction programme for new  staff.
(8b) D evelopm ent o f  new  roles and work practices for staff.
(24a) Introduction o f  system  to motivate all staff.
(24c) D ealing with responsibility changes and reduction in staff.
(25c) Implementation o f  new  system for all operational departments - 
involved reduction in staff numbers.
(31a) M eeting with staff to  do something about morale, professionalism  and 
attitude.
(36b) S taff meting to  introduce quality culture throughout the hotel.
(41b) Introduction o f  performance appraisal system  (primarily sta ff focus in 
this case).
(46b) Introduction o f  new  w ork systems and practices (primarily staff focus in 
this case).
Long-Term.
(12a) D evelopm ent o f  a good  work culture in all departments.
(20c) R eview  o f  reward system  for em ployees with a v iew  to  abolishing 
tipping/service charge system.
MANAGEMENT
Number o f  Incidents; 44 (30.6%  o f  Total) Crisis 0
Short-term 3
M edium-term 38
Long-term  3
Short-Term:
(29c) Familiarisation w ork in each department.
(33b) D eal with conflict within the management team resulting from  
inconsistency in allocation o f  resources.
(48a) Policy difference betw een m e as general manager and board over  
viability o f  staff member 
Medium-Term:
(2a) Appointment o f  Assistant - integration o f  position.
(3 c) D evelop  new  management structure for the hotel.
(5 a) Developm ent o f  quality culture within management team.
(5 c) A  strategy to reduce staff turnover.
(10b) Trying to set out a system  o f  time management for myself.
(13b) Developm ent o f  specifications for suppliers - tendering procedures. 
(14b) D ealing with stress at work and making sure that it did not impact on  
my senior management team.
(15c) Introduction o f  new  holiday package for low er price market - trying to  
deal with resistance to this from board and staff.
(16a) Selection and implementation o f  a new  com puter system  for the front 
office and accounts department.
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( 17a) Implementation o f  time management system  for m yself with regard to  
delegation, empowerment, etc.
(17c) R eview  my management style.
(1 8b) M easuring performance for the departments and heads o f  those  
departments.
(19c) D evelop  solution to deal with poor returns in food and beverage area.
(20b) To aid delegation and pass on my philosophy, I developed a 'code o f  
practice' for the management team on management and leadership.
(22c) Introduction o f  computerised system to  hotel - attending one-day  
training programme.
(25a) R eview  o f  strengths and w eaknesses o f  all heads o f  departments.
(26a) M anagem ent /  w ork experience in large hotel group in France.
(26c) Introduction o f  productivity /  performance system  for managers and 
head o f  department. This w ould result in bonus payments /  credits in 
place o f  PESP w age award.
(28c) Implementation o f  appraisal system for heads o f  department.
(29b) Recruitment o f  D eputy manager.
(30c) A  review  o f  my management style and a plan o f  action to change my 
personal and professional practices.
(3 lb ) R eview  o f  management style to gain better 'fit' with sta ff
(32b) R eview ed the role o f  communications in my job as general manager.
(37b) To increase awareness o f  legal requirements I attended a 'Legislation  
Update' programme.
(37c) Implementation o f  new  work practices in all departments to  aid 
efficiency and profitability.
(38c) Perpetration o f  tendering policy for all areas.
(39a) M anagem ent review  o f  quality standards throughout the hotel.
(39b) Strategy to address issue o f  poor com munications (internal and 
external).
(40a) M odifying reporting structure for middle and line managers.
(40b) Recruitment o f  D eputy General M anager (new  post).
(43 b) U pdate o f  my management skills.
(45a) Training o f  managers in 'crisis management'.
(45c) Strategy to reduce high turnover o f  mangers.
(46c) Appointm ent o f  an Operations Manager.
(47b) Introduction o f  performance-based appraisal system  for all staff.
(32c) R eview  o f  performance measurement for management and heads o f  
department.
(34a) R eview  o f  personal leadership style.
(34b) U pdate o f  skills and know ledge in management team.
Long-Term:
(18c) D evelopm ent o f  M anpower Activity Plan for board and union approval.
(35c) A s part o f  investment plan, focus o f  hotel w as changed, new  reporting 
relationships and multi-skilling were developed and implemented.
(45b) The introduction o f  a new pay and remuneration structure within the 
hotel.
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PRODUCT AND SERVICES
Number o f  Incidents; 20 (13.8%  o f  Total) Crisis 0
Short-term 6
M edium-term 11
Long-term  3
Short-Term:
(4a) Organise manor inter-government conference.
(10a) D evelopm ent o f  a new  a la carte menu.
(11a) Drop in operational standards - resulting in complaints from customers. 
(1 8a) Organisation o f  cocktail parties for long-stay guests.
(21b) D evelopm ent o f  a new  wine list with a v iew  to increase in sales.
(34c) Unannounced visit by Health Inspector.
Medium-Term:
( la )  Opening leisure centre in the hotel.
(6c) Obligation to  upgrade bedrooms - dealing w ith design consultants.
(12b) D evelopm ent o f  standards and performance criteria in accom m odation  
services area.
(14a) D evelopm ent o f  quality system s for all departments - particularly 
related to new  markets.
(17b) Implementation o f  new  maintenance plan in line w ith budget restrictions 
(product focus in this case).
(27b) D evelopm ent o f  a new  cabaret /  entertainment for the hotel.
(31c) Implementation o f  a range o f  changes to  product /  services.
(36c) Conversion o f  ballroom to theme night club (mainly product focus) 
(38a) Programme o f  change to prepare hotel for sale.
(41a) Com plete review  o f  food  and beverage department follow ing  
complaints.
(47a) D ecision  on whether to  upgrade night club facility.
Long-Term:
(13c) M eetings with architects and builders re erection o f  hotel extension  
(mainly product focus to these m eetings).
(22a) Formulation o f  plan for upgrading hotel to a higher grade.
(23b) D ealing with architects and builders on construction o f  extension to  
hotel (mainly product focus in this case).
CUSTOMER SER VICE
Number o f  Incidents: 9 (6.8%  o f  Total) Crisis 4
Short-term 2
M edium-term 2
Long-term  1
Crisis:
(7c) Having to manage a crisis when group arrived with booking  
confirmation but no record on booking at hotel.
(27c) D ealing with robbery in a guest's room.
(38b) Accident to guest in lobby.
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(47c) U nexpected  arrival o f  coach tour - no record o f  booking.
Short-Term:
(16b) Dealing with a customer's written complaint seeking com pensation for 
damage to property.
(33c) D ealing with custom er requiring com pensation for a bad meal. 
Medium-Term:
(13a) D evelopm ent o f  standards for custom er handling skills.
(24b) D evelopm ent of'm ien  host' role for the general manager.
Long-Term:
(30b) D eveloping a 'customer first' culture throughout the company.
EXTERNAL RELATIONS
Num ber o f  Incidents; 3 (2.1%  o f  Total) Crisis 0
Short-term 2
M edium-term 1
Long-term  0
Short-Term:
20a) Career talk in a local second level school.
(21c) D ealing w ith external m eetings - in this case the Tourist Board re 
grading.
Medium-Term.
(15b) Selection o f  consultants for the refurbishment and redecoration o f  total 
hotel.
EXCEPTIONAL CIRCUMSTANCES
Num ber o f  Incidents; 2 (1.4%  o f  Total) Crisis 2
Short-term 0
M edium-term 0
Long-term  0
Crisis:
(9b) Am  attempted suicide by a guest in the hotel.
(27a) Pilferage o f  television sets from guest rooms.
M A N A G IN G  T H E  B U S IN E S S :
MARKETING AND SALES
Number o f  Incidents; 24 (16.7%  o f  Total) Crisis 5
Short-term 10
M edium-term 5
Long-term  4
Crisis:
(2c) Tour company's threat to withdraw business.
(5b) Cancellation o f  major booking by tour operator.
(9c) Dealing with fellow  hotelier w ho undercut my prices and took  business
from my hotel (crisis in this case; group did not turn up).
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(32a) N egotiation  o f  a price package with a tour company - tw enty four 
hours to do so.
((44a) Tour operator threatened to withdraw business unless contract was 
renegotiated.
Short-Term:
(Ic )  Reduction in rack rate at start o f  season.
(3 a) D evelopm ent o f  new  markets in Europe (due to unexpected fall-off 
elsewhere).
(7b) Radio talk about hotel and locality.
(8c) Dealing with tour operator w ho wanted discount on existing discounted  
rate.
(14c) Preparing for Bord Failte Marketing W orkshop.
(19b) D eal w ith request for major discount from trade union w h o w ere  
planning to  hold next conference in the hotel.
(28 a) Preparation o f  a tw o-w eek  package for a group o f  Japanese business 
people.
(30a) Organisation o f  an 'Irish Evening' on St. Patrick's Day.
(40c) Reduction in rack rate to  attract more business.
41c) Radio interview about local tourism.
Medium-Term:
(15a) D oing  sales calls in France.
(22b) M eeting with every continental guest over a one w eek  period - market 
research.
(26b) Preparation o f  tender for business with local multi-national (prior to this 
tender arrangement the business had been done elsewhere.
(33 a) D evelop  and redesign o f  com plete holiday package for European  
tourists.
(46a) D evelopm ent o f  a sales promotion project during the season.
Long-Term:
(3b) Business Expansion Schem e - draw up five year marketing plan for the 
hotel.
(25b) D evelopm ent o f  marketing plan to increase business.
(37a) D evelop  a marketing strategy to  attract European guests (prior to  this 
guests have been predominantly American).
(39c) Change in market focus from tourists to  business market.
FINANCIAL AND INVESTMENT MANAGEMENT
Number o f  Incidents: 18 (12.5%  o f  Total) Crisis 2
Short-term 1
M edium-term 7
Long-term  8
Crisis:
(6a) D ealing with likely liquidation o f  business.
(42a) Bankruptcy o f  client - minimising hotel losses.
Short-Term:
(9a) Dealing with low  profit margins (short-term focus in this case) 
Medium-Term:
(6b) Installation o f  management information system  throughout the hotel.
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(1 9a) Planning and purchase o f  new  kitchen equipment.
(28b) Preparation o f  maintenance and energy conservation plan.
(42c) M onitoring costs and profitability in each department.
(43 a) Rectifying low  profit margins in restaurant.
(44b) D ecision  to invest in new  communication system  for the hotel.
(48b) D evelopm ent o f  a system  to monitor costs and improve profits.
Long-Term:
(2b) D ecision  on major investment in the hotel product.
(7a) Five year strategic plan required by new  investors.
(10c) M aking a case to  non-industry board for investment in operational 
areas.
(16c) N egotiating w ith major financial institution to  support a major 
developm ent o f  the hotel.
(21 a) Formulation o f  proposals to  financial institutions for funding.
(35b) D raw  up a report on long-term plans for hotel in the context o f  
econom ic future o f  the city and region.
(42b) Preparation o f  five year financial forecasts and one year budget for 
hotel.
(48a) Carried out econom ic and market research survey re investm ent plans 
for hotel.
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APPENDIX 13
R E S P O N D E N T S  B Y  H O T E L  G R A D E , A G E  G R O U P ,
N U M B E R  O F  Y E A R S  IN  S E N IO R  M A N A G E M E N T  
A N D  W H E T H E R  R E S P O N D E N T  IS H O T E L  S C H O O L  G R A D U A T E
RESPONDENT GRADE AGE-GROUP YEARS IN 
GENERAL 
MANAGEMENT
HOTEL SCHOOL 
GRADUATE
I A* 3 0 - 3 9 2 N o
2 A 3 0 - 3 9 7 Y es
3 B* 4 0 - 4 9 11 N o
4 71* 3 0 - 3 9 4 Y es
5 B* 3 0 - 3 9 8 Y es
6 B 3 0 - 3 9 11 N o
7 B* 2 0 - 2 9 6 N o
8 B* 4 0 - 4 9 15 Y es
9 B* 4 0 - 4 9 15 N o
10 B* 4 0 - 4 9 14 N o
11 B* 2 0 - 2 9 5 N o
12 B 20 - 2 9 2 Y es
13 B* 2 0 - 2 9 8 N o
14 A 2 0 - 2 9 4 Y es
15 B* 3 0 - 3 9 11 N o
16 B* 4 0 - 4 9 20 N o
17 B* 4 0 - 4 9 11 N o
18 A* 4 0 - 4 9 5 N o
19 A 3 0 - 4 9 4 Y es
20 A* 2 0 - 2 9 5 Y es
21 B* 3 0 - 3 9 7 N o
22 B 4 0 - 4 9 14 N o
23 B 3 0 - 3 9 8 N o
24 A* 3 0 - 3 9 9 N o
25 B 4 0 - 4 9 10 N o
26 B 3 0 - 3 9 5 N o
27 B 3 0 - 3 9 11 N o
28 A 4 0 - 4 9 9 N o
29 A 2 0 - 2 9 3 Y es
30 A 4 0 - 4 9 8 N o
Page 470
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46
47
48
A
B*
B*
B
A
B
A
B
A*
B
B*
B *
A
A
A
A
A
B*
3 0 - 3 9
2 0 - 2 9
2 0 - 2 9
2 0 - 2 9
3 0 - 3 9
4 0 - 4 9
4 0 - 4 9
3 0 - 3 9
4 0 - 4 9
2 0 - 2 9
2 0 - 2 9
2 0 - 2 9
3 0 - 3 9
3 0 - 3 9
3 0 - 3 9
3 0 - 3 9
3 0 - 3 9
4 0 - 4 9
3
3
6
3
8
11
3 
11 
12 
5 
5
4
5
5
6 
6 
12 
8
Y es
Y es
N o
N o
Y es
Y es
N o
N o
Y es
N o
Y es
Y es
Y es
Y es
Y es
Y es
N o
N o
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S U M M A R Y
G R A D E
A':
G R A D E
A
G R A D E
B^
G R A D E
B
T O T A L
H otels in this Study 6 13 18 11 48
H otels in the Top
Performance
Category
6 13 22 16 57
Population o f  
H otels in the Study
18 62 75 54 209
N u m b er o f  R esp on d en ts B y  A g e
Code 1 2 3
0 - 2 0 2 0 - 2 9 3 0 - 3 9 4 0 - 4 9 5 0 - 5 9
0 13 20 15 0
The number o f  coded categories w as reduced to  three as there w ere no 
observations in the 0 - 2 0  and 50 - 59 categories.
N u m b er o f  Y ears E xperien ce as G en era l M a n a g er  /  
M a n a g in g  D irector /  O w n er M a n a g er
< 3 4 - 7 8 -  11 1 2 - 1 5 Over 16
8 17 18 4 1
H otel School G rad u ates
Y es N o
19 29
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APPENDIX 14
R E G R E S S IO N  A N A L Y S IS  -  C O M P E T E N C E  D A T A
M E T H O D O L O G Y
M ultiple R egression  m odelling was used to measure h o w  the prom otion o f  a particular 
com petence chosen  (the dependent variable) w as influenced by the manager criteria 
and incident group (independent variables) Each com petence (as a proportion) was 
regressed in all for situational time-frames, as a manager w ould  be expected to react in 
different w ays under different time-frames. In order to  avoid overcom plicating the 
regression analysis it w as assumed that both hotel grade and position  had linear 
relationships w ith com petence proportions.
CRISIS REGRESSIONS:
Dependent variable is: A/Sum (Proportion of Personal Attributes chosen)
r2 = 92.7% R2(adjusted) = 90.1% 
s = 0.1275 with 19-5 = 14 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 2.89604 5 0ri7921 35.6
Residual 0.227636 14 0.01626
Variable
CPosition
Age
Experience
C.Training
Coefficient
-0.128069
0246394
-0.029565
0.13904
CJiotel Grade 0.110683
s.e. of Coeff
0.0549
0.0948
0.015
0.0759
0.0252
t-ratio
-2.33
2.6
-1.97
1.83
439-
Dependent variable is: B/Sum (Proportion of Interpersonal Competences chosen)
r2 = 78.9% R2(adjusted) = 713% 
s = 0-1525 with 19 - 5 = 14 degrees of freedom
Source
Regression
Residual
Sum of Squares df
1.21494 5
0325628 14
Mean Square
0.24299
0.023259
F-ratio
10.4
Variable Coefficient s.e. of Coeff t-ratio
Age 0.197879 0.1059 1-87
C.Training -0.149302 0.0898 -1.66
C.Hotel Grade 0.07747 0.0329 236
Age*Exp -0.008681 0.0049 -1.77
C.Position -0.092465 0.0658 -1.41
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Dependent variable is: C/Sum (Proportion of Business & Commercial competencea chosen)
r 2 = 59.7% R2(adjusted) = 55.0%
s =  0.1533 with 19 - 2  = 17 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.592155 2 0.296077 12.6
Residual 0.399672 17 0.02351
Variable Coefficient s.e. of Coeff t-ratio
C.Training 0.126542 0.0614 2.06
Age*Exp 0.005247 0.0014 3.64
Dependent variable is: D/Sum (Proportion of Intellectual & Cognitive competences chosen)
r2 = 54.2% R2(adjusted) = 45.7% 
s = 0.0723 with 19 - 3 = 16 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.099269 3 0.03309 6 32
Residual 0.083719 16 0.005232
Variable
C.Position
Age
Age*Exp
Coefficient
-0.0764
0.150738
-0.005558
s.e. of Coeff 
0.028 
0.0388 
0.0018
t-ratio
-2.73
3.88
-3.05
Dependent variable is: E/Sum (Proportion of Professional & Technical competences chosen)
r2 = 63.6% R2(adjusted) = 593% 
s= 0.1520 with 19-2 = 17 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.686676 2 0.342838 14.8
Residual 0.392768 17 0.023104
Variable
Experience
Age*Exp
Coefficient
0.056334
-0.01591
s.e. of Coeff
0.015
0.0058
t-ratio
3.74
-2.73
SHORT TERM REGRESSIONS:
Dependent variable is: A/Sum (Proportion of Personal Attributes chosen) 
r2 = 53.6% R2(adjusted) = 503% 
s= 0.2076 with 32-2 = 30 degrees of freedom
Source
Regression
Residual
Variable
Age
C.Training
Sum of Squares df Mean Square F-ratio
1.49281 2 0.74641 17.3
1.29334 30 0.043111
Coefficient s.e. of Coeff t-ratio
0.08004 0.0207 3.86
0.131978 0.0629 2.1
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Dependent variable is: B/Sum (Proportion of Interpersonal Competences chosen)
r 2 = 70.3% R2(adjusted) = 67.2%
s = 0.1975 with 32 - 3 = 29 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 2.67776 3 0.89259 22.9
Residual 1.13099 29 0.039
Variable Coefficient s.e. of Coeff t-ratio
Age 0.105019 0.0442 238
Experience 0.081575 0.0201 4.06
Age*Exp -0.031337 0.0066 -4.78
Dependent variable is: C/Sum (Proportion of Business &: Commercial cc
r2 = 62.4% R^ (adjusted) = 61.2%
s = 0.1754 with 32 -1 = 31 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 1.57996 1 158 51.4
Residual 0.953432 31 0.0307756
Variable Coefficient s.e. of Coeff t-ratio
C.Op/Strat 0.159635 0.0223 7.17
Dependent variable is: D/Sum (Proportion of Intellectual & Cognitive c
Rh = 37.3% Ru(adjusted) = 35.3%
s = 0.0782 with 32 -1 = 31 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.112735 1 0.112735 18.4
Residual 0.189687 31 0.006119
Variable Coefficient s.e. of Coeff t-ratio
Age 0.029562 0.0069 4.29
Dependent variable is: E/Sum (Proportion of Professional & Technical competences chosen)
s = 0.1889 with 32 - 2 = 30 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 1.97167 2 0.98583 27.6
Residual 1.07098 30 0.035699
Variable Coefficient s.e. of Coeff t-ratio
C.Position 0.107163 0.0448 239
C.Gender 0.085945 0.0557 154
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MEDIUM TERM REGRESSIONS:
Dependent variable is: A/Sum (Proportion of Personal Attributes chosen)
r 2 = 60.2% R2(adjusted) = 58.6%
s = 0.1703 with 78 - 3 = 75 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 3.29059 3 1.0969 37.8
Residual 2.17574 75 0.02901
Variable Coefficient s.e. of Coeff t-ratio
Age 0.099776 0.0255 3.92
Experience -0.021216 0.0066 -3.24
C.Hotel Grade 0.053236 0.0142 3.76
Dependent variable is: B/Sum (Proportion of Interpersonal Competences chosen) 
r2 = 76.4% R2(adjusted) = 75.1% 
s = 0.1724 with 78 - 4 = 74 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 7.10307 4 1.7758 59.8
Residual 2.19917 74 0.029718
Variable
C.Position
Age
C.Training
C.Gender
Coefficient
-0.055654
0.07273
0.149329
0.163934
s.e. of Coeff
0.0242
0.0227
0.0389
0.0353
t-ratio
-2.3
3.2
3.84
4.64
Dependent variable is: C/Sum (Proportion of Business & Commercial competencea chosen)
r2 = 72.2% Readjusted) = 71.4% 
s = 0.1502 with 78 - 2 = 76 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 4.44096 2 2.2205 98.5
Residual 1.71357 76 0.022547
Variable
C.Op/Strat
Experience
Coefficient
0.122695
0.011679
s.e. of Coeff
0.028
0.004
t-ratio
439
2.91
Dependent variable is: D/Sum (Proportion of Intellectual & Cognitive competences chosen)
r2 = 365% R2(adjusted) = 35.7% 
s = 0.0737 with 78 -1 = 77 degrees of freedom
Source Sum of Squares df
Regression 0.241057 1
Residual 0.418605 77
Mean Square F-ratio 
0.241057 44.3
0.005436
Variable
C.Op/Strat
Coefficient
0.045984
s.e. of Coeff 
0.0069
t-ratio
6.66
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Dependent variable is: E/Sum (Proportion of Professional & Technical competences chosen)
r 2 = 60.7% R2(adjusted)=59.1%
s=  0.1940 with 78 -3  = 75 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 4.35634 3 1.4521 38.6
Residual 2.82273 75 0.037636
Variable
C.Position
Experience
Age*Exp
Coefficient
0.087048
0.035289
-0.01226
s.e. of Coeff 
0.021 
0.0125 
0.0042
t-ratio
4.14
2.82
-2.92
LONG TERM REGRESSIONS:
Dependent variable is: A/Sum (Proportion of Personal Attributes chosen) 
r2 = 72.4% Readjusted) = 655% 
s = 0.1077 with 15 - 3 = 12 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.364249 3 0.121416 10.5
Residual 0.139106 12 0.011592
Variable
C.Op/Strat
Age
C.Training
Coefficient
- Ô . 0 9 8 9 2 7
0.108026
0.140455
s.e. of Coeff 
0.0457 
0.0289 
0.0706
t-ratio
-2.16
3.74
1.99
Dependent variable is: B/Sum (Proportion of Interpersonal Competences chosen)
r2 = 55.3% Readjusted) =521% 
s = 0.2006 with 15 -1 = 14 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.695801 1 0.695801 17.3
Residual 0563467 14 0.040248
Variable
C.Position
Coefficient
0.114579
s.e. of Coeff 
0.0276
t-ratio
4.16
Dependent variable is: C/Sum (Proportion of Business & Commercial competencea chosen)
r2 = 90.6% R2(adjusted) = 89.1% 
s = 0.1775 with 15 - 2 = 13 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 3.93985 2 1.9699 62.5
Residual 0.409511 13 0.031501
Variable
C.Op/Strat
C.Position
Coefficient
0.393716
-0.116509
s.e. of Coeff
0.0625
0.0594
t-ratio
6.3
-1.96
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Dependent variable is: D/Sum (Proportion of Intellectual & Cognitive competences chosen)
r 2 = 35.3% R2(adjusted) = 30.7%
s = 0.0604 with 15 -1  = 14 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.027854 1 0.027854 7.63
Residual 0.051102 14 0.00365
Variable
C.Position
Coefficient
0.022925
s.e. of Coeff 
0.0083
t-ratio
2.76
Dependent variable is: E/Sum (Proportion of Professional & Technical competences chosen) 
r2 = 68.9% R2(adjusted) = 61.1% 
s= 0.1129 with 15-3 = 12 degrees of freedom
Source Sum of Squares df Mean Square F-ratio
Regression 0.338712 3 0.112904 8.85
Residual 0.153079 12 0.012757
Variable Coefficient s.e, of Coeff t-ratio
C.Training 0.105505 0.0603 1.75
C.Hotel Grade 0.075985 0.0187 4.07
Age*Exp -0.004536 0.0019 -2.4
HOTEL SCORE REGRESSION:
Dependent variable is: Hotel Score
Rh = 98.6% Rn(adjusted) = 985%
s = 4.882 with 144 - 6 = 138 degrees of freedom
Source Sum of Squares df MeanS
Regression 227354 6 37892
Residual 3Î88.98 138 23.8332
Variable Coefficient s.e. of Coeff t-ratio
Age 12.2332 0.6904 17.7
C.Training 4.95434 0.8578 5.78
C.Gender 3.98450 1.107 3.60
C.Hotel Grade 2.24842 0.4430 5.08
Experience 3.50044 0.3411 10.3
Age*Exp -1.41119 0.1195 -11.8
F-ratio
1590
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APPENDIX 15
R E L A T IO N S H IP  B E T W E E N  IN C ID E N T S , C O M P E T E N C E S  
A N D  P R O F IL E  O F T H E  R E S P O N D E N T
The data consists o f  forty eight managers' use o f  various com petences in dealing with  
three different incidents that occurred in their respective hotels There fo llow s details 
o f  each manager's position, age, category, gender, hotel grade, and experience. The 
'performance score' o f  each hotel is also presented.
Each incident is described as a crisis, short-term, medium-term or long-term  situation  
and is concerned w ith operations or business.
The categorised data w as coded as follows:
Position: General M anager 1
Owner /  M anager 2
Managing D irector 3
Age: 20 - 29 Years 1
30 - 39 Years 2
40 - 49 Years 3
H otel Sch ool G raduate: Y es 1
N o 0
H otel G rade: /L* 1
A 2
B* 3
B 4
C om p eten ce B y  C luster: Personal Attributes 1
Interpersonal Skills 2
Business & Commercial 3
Intellectual & C ognitive 4
Professional & Technical 5
In cid en ts B y  C lassifica tion : Managing the Operations 1
Managing the Business 2
In cid en t T im e-F ram e: Crisis 1
Short-Term 2
Medium-Term 3
Long-Term 4
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APPENDIX 16
CLASSIFICATION OF INCIDENTS BY HCIM A (1994) 
CATEGORIES OF MANAGEMENT ACTIVITY
Notes:
For the purposes of this analysis some incidents are double or triple counted. N = 244. 
The totals for each sub-category are in brackets on the left. The codes are those used 
in Appendix 12.
A. O perational M anagem ent Skills
(1) A1 Day to Day Operation 24b
(1) A2 Specialist/Technical Areas 19c
(14) A3 Managing a Crisis 2c 4c
23a 27a
5b
27c
6 a
38b
7c
42a
9b
44a
9c
47c
B. Business M anagem ent Skills
(18) B 1 Managing Business 
Performance
(56) B2 Managing Projects
6b 9a 11a 17b 18b 19c 23 c
28b 30b 33b 36b 37c 39a 41a
42c 43 a 44c 48b
la 3a 3b 4a 5a 6b 7a
8a 8b 10a 10c 13b 13c 14a
14c 16a 18a 18c 19a 20b 20c
21a 21b 22b 22c 23b 24a 24b
25a 25b 25c 26b 27b 28a 28b
28c 29b 30a 31c 32a 32c 33a
35b 36c 37a 37c 38c 39b 41a
41b 42b 44c 46a 46b 48a 48c
(38) B3 Managing Strategic Decisions
Note: In the HCIMA categorisation, this includes Developing New Products 
or Service Concepts, Developing Operating Standards, Systems and 
Procedures, and Organisation o f Staffing Structures and Levels
(3) B4 Managing Legal Complexity
Ic 2b 3a 3b 3c 5c 7a
8b 12a 12b 13a 14a 16c 18c
19a 22a 24a 25b 25c 26c 30b
31a 35c 37a 37c 38a 39b 39c
40a 40c 41b 42b 44b 45b 45c
46b 47b 47a
t 1 Ic 12c 37b
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C. People Management Skills
(10) Cl Managing Individuals 2a lib 12a 14b 18b
23 c 31a 46a 40b 46c
(17) C2 Managing Teams 2a 5a 12a 14b 20b
25a 28c 29b 31a 32c
33b 35 c 36b 40a 40b
(26) C3 Managing External
Contacts 2c 5b 6a 6c 7a
8c 9c 10c 11c 12c
13c 15a 15b 19b 20a
21a 21c 23b 26b 32a
33a 34c 35a 42a 44a
48a
(13) C4 Managing Personnel
Administration lb 8a 11c 12a 24a
24c 25c 29a 35a 41b
43 c 45b 47b
D. Personal Management Skills
(7) D1 Making Presentations
and Training 4b 7b 23c 31a 36b
41c 45a
(26) D2 Interpersonal Skills lb 2c 4c 7a 8c
9b 9c 10c 11b 15a
15c 16a 16b 22b 23 a
24c 27c 29a 33b 33c
35a 38b 43 a 44a 47c
48a
(2) D3 Computer Skills 6b 22c
(12) D4 Self Development TOb 17a 17c 22c 26a
30c 31b 32b 34b 34c
37b 43b
Summary:
Operational Management Skills 
Business Management Skills 
People Management Skills 
Personal Management Skills
16 Incidents Included 
115 Incidents Included 
66 Incidents Included 
47 Incidents Included
7% of Total 
47% of Total 
27% of Total 
19% of Total
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